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With the current strain on the world's material re-

sources and the increase in their cost, a'constant pressure

is building to increase the productivity of human resources.

Adding, to the strain is the increasing demand of society for

a higher quality of life through more meaningful work.

Responding to both of these pressures requires deci-

sions that simultaneously meet the goals of organizations

and the needs and values of employees.

To make the kind of decisions demanded by this dual

priority of human effectiveness and improved quality of life,

information is needed to

1. Improve understanding of the nature and scope of

human resource expenditures;

2. Improve selection, retention, and motivation of

employees;

3. Allocate money spent on human resources;

4. Overhaul the approach to communication among

managers, between managers and other employees, and

between the organization as a whole and outside

parties;



5. Expand the scope of internal and external reports

to deal with social as well as financial accomplish-

ments.

The ultimate objective of this research is to develop

a human resource model and a heuristic for developing em-

pirical support which can be useful to businessmen seeking

to increase human effectiveness and improve the quality of

life. The model merges several previously unrelated

theories dealing with human resources and in the process

contributes some new concepts.

Implicit in the construction of the model is the

assumption that two national goals are emerging within the

free enterprise system, i.e., the goal to increase output

per man hour and the goal to increase the quality of life

through meaningful work. It is further assumed that these

two goals are not always incongruent but can be synergistic.

With these conditions the assumption underlying the con-

struction of the model can be stated as follows:

If society wants to maximize output per man hour and
simultaneously improve the quality of life, then it
must invest in its human resources in a way which
meets both the needs and values of people and the
goals of organizations.

In laying the foundation for a human resource model,

certain key questions will be explored in this study.

1. What do employees "need"?

2. What are their "values"?



3. How do needs and values relate to the "work ethic"?

4. What are the attributes of employees (employee

assets) that make them valuable to organizations?

5. How do needs, values, and assets relate to the

money spent on employees?

6. Can needs, values, and employee assets be measured?

7. What dangers are involved?

The model presented in this study suggests new concepts

and management strategies for increasing human effectiveness

and improving the quality of life. It is also the first

human resource model which explicitly recognizes the obvious

fact that people have different values and stresses the

importance of understanding these values.

The following is a list of significant contributions of

this study.

1. A summary of previous work in the area of human

resources including the fields of economics,

psychology and accounting.

2. A detailed explanation of each component in the

model.

3. Empirical insight into the disparate value systems

of employees.

4. Some answers to the question of - "Why do employees

stay with an organization?"



5. Some tentative suggestions on how to invest more

effectively in the human organization given two

goals - human effectiveness and improved quality

of life. These suggestions include recommendations

for measurement and reporting.

6. Finally, a list of unanswered questions which may

lend direction to future research.



"There is an inevitable divergence, attributable to

the imperfections of the human mind, between the world as

it is and the world as men perceive it. As long as our

perceptions are reasonably close to objective reality, it

is possible for us to act upon our problems in a rational

and appropriate manner. But when our perceptions fail to

keep pace with events, when we refuse to believe something

because it displeases us or frightens us, or because it

is simply startlingly unfamiliar, then the gap between

fact and perception becomes a chasm and action becomes

irrelevant and irrational. ."

Senator William Fulbright
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CHAPTER I

INTRODUCTION

The Problem

With the current strain on the world's material

resources and the increase in their cost, a constant pres-

sure is building to increase the productivity of human

resources. Adding to the strain is the increasing demand

of society for a higher quality of life through more mean-

ingful work.

Responding to both of these pressures requires deci-

sions that simultaneously meet the goals of organizations

and the needs and values of employees.

To make the kind of decisions demanded by this dual

priority of human effectiveness and improved quality of life,

information is needed to

o improve understanding of the nature and scope of

human resource expenditures;

o improve selection, retention, and motivation of

employees;

o allocate money spent on human resources;

o overhaul the approach to communication among

managers, between managers and other employees,

1
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and between the organization as a whole and outside

parties;

o expand the scope of internal and external reports to

deal with social as well as financial accomplishments.

Since the end of World War II, there has been an increas-

ed awareness on the part of economists, psychologists,

accountants and businessmen that "People are our most im-

portant resource." These professionals have always been

aware of the effects of investments in human resources on

earnings and productivity, yet prior to the mid-1950's this

awareness was not used to develop major tools of analysis.

Expenditures on human resources have been largely ignored

in the discussions of economic growth, income determination

and human behavior.

The economists have been concentrating on determining

the "value" of human resources. Value, according to most

economists, is based on the premise that the attribute deter-

mining whether and to what extent something possesses value,

is the anticipated ability to render future economic utility,

benefits or services. Consequently, their thrust is towards

developing measurements of value that relate to an employee's

future wage payments, future earnings of the firm, and/or the

supply and demand of human resource services.

Accountants have concentrated on measuring the cost to

the firm of acquiring and training human resources. Their
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major thrust deals with the capitalization and amortization

of investments in employees for balance sheet presentation

and income determination.

Psychologists and behaviorists have focused on employee

motivation and its effect on behavior, especially in terms

of productivity and job satisfaction.

By and large, researchers in various disciplines have

gone their separate ways in developing useful human resource

models. However, human resources are properly the concern

of many disciplines and a model designed to increase human

effectiveness while simultaneously improving the quality of

life needs to draw assistance from all available sources.

One common contribution of all these disciplines has

been to sensitize organization leaders to the influence of

human variables in determining the success of the organiza-

tion. Though many attempts have been made to measure the

cost or value of human resources, none has paid adequate

attention to defining the attributes of human resources.

The concept of humans as resources is not understood, and

any attempt to measure something not fully understood is

suspect.

A necessary first step in developing decision models

and information systems for increasing human effectiveness

and improving the quality of life is a better conceptualiza-

tion of human resources. Thoroughly understanding the
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nature and scope of the problem is an essential prerequisite

for a solution. Shigeru Kobayashi points out: 1

"They (Western World Managers) seem to spend about

10% of the time understanding the nature and signifi-

cance of a problem and about 90% of the time attempting

to solve it."

The primary thrust of this study is to contribute to an

ongoing effort to improve the understanding of the nature,

scope, and significance of human resource accounting and

management. A better conceptualization of the dimension of

human resources will help improve organizational performance

in connection with the selection, retention and motivation

of employees, the allocation of money spent on human re-

sources, communication techniques and reporting practices.

In laying the foundation for a human resource model,

certain key questions will be explored in this study:

o What do employees "need"?

o What are their "values"?

o How do needs and values relate to the "work ethic"?

o What are the attributes of employees (employee

assets) that make them valuable to organizations?

o How do needs, values, and assets relate to the

money spent on employees?

1 Personal interview with Shigeru Kobayashi, former
managing director of Sony, Japan, during 1972 in Dallas,
Texas.
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o Can needs, values, and employee assets be measured?

o What dangers are involved?

Objective and Significance
of the Study

The ultimate objective of this research is to develop

a human resource model and a heuristic for developing em-

pirical support which can be useful to businessmen seeking

to increase human effectiveness and improve the quality of

life. The model merges several, previously unrelated,

theories dealing with human resources and in the process

contributes some new concepts.

Implicit in the construction of the model is the

assumption that two national goals are emerging within the

free enterprise system, i.e., the goal to increase output

per man hour and the goal to increase the quality of life

through meaningful work. It is further assumed that these

two goals are not always incongruent but can be synergistic.

These assumed preconditions may be summarized as follows:

If society wants to maximize output per man hour and
simultaneously improve the quality of life, then it
must invest in its human resources in a way which
meets both the needs and values of people and the
goals of organizations.

The model presented in this study suggests new concepts

and management strategies for increasing human effectiveness

and improving the quality of life. It is also the first

human resource model which explicitly recognizes the obvious
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fact that people have different values and stresses the

importance of understanding these values. The model is not

simple or clear-cut, but neither are human resources. In

fact, the model oversimplifies the real world to some extent.

The following is a list of significant contributions of

this study.

o A summary of previous work in the area of human

resources, including the fields of economics,

psychology and accounting.

o A detailed explanation of each component in the

model.

o Empirical insight into the disparate value systems

of employees.

o Some answers to the question "Why do employees stay

with an organization?"

o Some tentative suggestions on how to invest more

effectively in the human organization, given two

goals - human effectiveness and improved quality of

life. These suggestions include recommendations for

measurement and reporting.

o Finally, a list of unanswered questions which may

lend direction to future research.
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Definition of Key Terms and Phrases

Some of the terms and phrases used in this study are

newly coined. Others are used in a very specific way. The

following is a glossary to help clarify the meaning of these

terms and phrases.

Employee Assets - A coined phrase meaning those attri-

butes or dimensions of employees that make them valuable to

an organization in attaining the organization's goals. As

defined in this study, these attributes include job knowledge,

job skills, health, availability and attitudes.

Availability - This attribute has a quantitative and

qualitative meaning. The former relates to the degree an

employee is physically available to an organization and can

be measured using absenteeism, tardiness or termination

data. The qualitative meaning refers to why employees remain

in an organization. This latter definition is the most im-

portant in terms of this study.

Attitudes - As used in this study, an attitude is a

dependent variable resulting from the interaction of objects

and situations (independent variable) and values or pref-

erences (intervening variable).

Human effectiveness - Refers to the degree that humans

are utilized as resources in achieving organizational goals.

Common performance measures include output per man hour,

sales per employee and profit per employee.
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Quality of life (Human Dignity) - As used in this study,

these terms are related and refer only to the work place.

In a general sense, dignity is a quality or state of being

worthy, honored or esteemed. Quality of life relates to

establishing a working environment that enhances an em-

ployee's opportunity to obtain dignity.

Mirror Management - The tendency for managers to adopt

policies and theories of human motivation that appeal to

their own individual value system under the assumption that

all employees have values or preferences which are similar

to the values of the manager.

Turn-ons - Are highly motivated employees who remain

with an organization almost exclusively for reasons associ-

ated with the work itself.

Turn-offs - Are highly dissatisfied with their jobs and

remain with the organization for reasons unrelated to the

work itself.

Turn-overs - Are dissatisfied with their jobs, have

few outside pressures to remain with an organization, and

will leave at the first opportunity.

Turn-ons-plus - Are satisfied with their jobs and

remain with an organization for reasons related both to the

work itself and factors outside the work itself.

Waiters - Are somewhat dissatisfied with their

jobs and are waiting to see if conditions improve.
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Hopers -- Are somewhat dissatisfied with their jobs, are

"locked-in" because of reasons unrelated to the work itself

and are hoping that conditions improve.

Inertia - The tendency of employees to remain with an

organization until some force pulls or pushes them into a

change.



CHAPTER II

APPROACHES TO THE HUMAN
RESOURCE PROBLEM

One hundred years before Luca Pacioli fathered "double-

entry bookkeeping," there appeared on the ledger of Francisco

Dantini an asset labeled "Martha-our slave. " Since slavery

was fairly common in the mediterranean world during the 14th

century, the balance on Dantini's ledger is not too surpris-

ing.

Nearly six hundred years have passed since "Martha-our

slave" was considered a resource. Slavery, in America, has

long since been abolished, yet "employees" are beginning once

again to appear as assets on ledgers of modern-day firms. At

least one company, R. G. Barry Co., has reported its invest-

ments in its "human resources" as an asset in its published

financial reports. On the other side of the academic fence,

economists are proposing methods for quantifying the human

capital theory, while psychologists and behavioral scientists

are advocating new "intrinsic" investments in the human

organization such as job enrichment, meaningful work and

job enlargement.

R. G. Barry Corporation, Annual Report (Columbus, Ohio,
1970).

10
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Each of these disciplines has always been aware of the

effects of investments in human resources on earnings and

productivity, yet, prior to the mid-1950's this awareness was

not used to develop major tools of analysis. Expenditures

on human resources had been largely ignored in the dis-

cussions on economic growth, income determination and human

behavior.

Why this sudden revival of an apparently old concept?

Why the high priority given the subject of human resources

by all these professions? It seems several cross-currents

have surfaced the issue. The economic necessity of main-

taining a favorable output per man hour rate has caused

businessmen to search for new quantitative methods to measure

human productivity. Macroeconomic problems of increasing

productivity rates, fighting poverty, and increasing equal

opportunity have led to the emergence of manpower programs

designed to develop the nation's human resources. A more

subtle, but very real, cross-current is the changing values

of society, especially among the young. On the strength of

these financial, economic and psychological cross-currents,

almost any meaningful attempt to measure the cost, value or

benefits of human resource investments or make human re-

sources more effective draws public attention.

Our society has become so anxious for measurement that

we often force them in situations where we are presently
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unable to measure. This seems to be the case in the proposed

techniques to measure human resources. The concept of humans

as resources is not understood fully, and any attempt to

measure something not fully understood is suspect.

On the other hand, measurements are needed to select

alternatives, evaluate results, and communicate more effec-

tively. To use all the power of mathematics to improve plan-

ning and control of human resource expenditures, eventually

metric measurement is needed.

This chapter briefly reviews several recent proposals

for human resource measurement as it applies to formal organi-

zations. Specific problems are highlighted as each proposal

is discussed. However, to avoid "missing the forest for the

trees," all the proposals are put into perspective towards

the end of the chapter. This amalgamation clearly surfaces

a basic question that none of these proposals has adequately

answered.

Human Resource Approaches

Irving Fischer, one of the fathers of human capital

theory, states: 2

2Irving Fisher, The Theory of Interest, (A. M. Kelley,
Reprint of Economic Classics, 1961), pp. 12-14.
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Capital in the sense of capital value is simply
future income discounted, in other words, capitalized
.... But the basic problem of time valuation which
nature sets us is that of translating the future into
the present, that is, the problem of ascertaining the
capital value of future income. The value of capital
must be computed from the value of its estimated
future net income, not vice versa.

Capital, according to this definition, is a source of

an income stream, and its worth is the present value of future

income discounted by a rate specific to the owner of the

source. This is in accord with the economic principle that

all theories of value are based explicitly or implicitly

upon the premise that the attribute determining whether and

to what extent something possesses value, is the anticipated

ability to render future economic utility, benefits or ser-

vices.

Fisher's definition does not distinguish between human

and non-human capital. There is, however, an obvious dis-

tinction: the ownership of human capital is nontransferable

(except in the case of "Martha-our slave"), while non-human

capital can be traded in the market. In a world of cer-

tainty, this distinction is of no consequence. However, in

the real world of uncertainty it presents some difficulties.

These difficulties are partially responsible for the lack of

systematic treatment of the subject in economics. However,

economists have become aware of the serious consequences of
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this omission, as Gary Becker notes:3

Recent years have witnessed intensive concern with
and research on investment in human capital, much of
it contributed or stimulated by T. W. Schultz. The
main motivating factor has probably been a realiza-
tion that the growth of physical capital, at least as
conventionally measured, explained a relatively small
part of the growth of income in most countries. The
search for better explanation has led to improved
measures of physical and to an interest in less tan-
gible entities, such as technological change and human
capital.

Consequently, several theories of human capital measure-

ment have been developed and offered by economists.

Turning to the human resource problem from the accoun-

tant's point of view, the emphasis is on the "cost" to the

organization of acquiring human capital.

William Pyle suggests that a crude estimate of the cost

of a firm's human organization can be obtained by asking,4

Suppose that tomorrow morning your firm had all
of its plants, offices, laboratories, warehouses,
stores, and all of its equipment - everything, but
no personnel except for one individual: namely the
president. And assume that he had to start rebuilding
the human organization back to its present level of
effectiveness. How much would this task cost expressed
in terms of payroll? Would it require one-half year's,
one year's, two years', five years', or ten years' pay-
roll?

G. S. Becker, Human Capital, (Columbia University Press,
National Bureau of Economic Research No. 80, 1964), p. 1.

4.
William Pyle, Ph.D., seminar (Human Resource Workshop),

University of Michigan, (Ann Arbor), October, 1972.
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The major thrust of the accountant's efforts in measur-

ing human resources deals mainly with the capitalization and

amortization of "investments" in employees for balance sheet

presentation and income determination.

A third major profession, the behavioral scientists,

have joined in the search for solutions to the human effec-

tiveness problem. The work of psychologists such as McGregor,

Herzberg, Likert and Maslow have focused on motivation and

its effect on behavior, especially in terms of productivity.

Most recent proposals entering the broad arena known as

"human capital" or "human resources" can therefore be classi-

fied as dealing with the "cost" or "value" of the human

organization or with "social psychological" attributes of

human resources. The cost proposals use either traditional

historical cost or estimated replacement cost measures. The

value proposals use present value calculations or supply and

demand concepts. The social-psychological measures are

primarily non-metric comparisons. The following is a brief

description of these human resource proposals grouped in

accordance with the above classification.

Cost Approaches

The approach used by the R. G. Barry Company involves

concepts and techniques similar to those for measuring
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investments in property, plant and equipment.5 Instead of

freight, installation or purchase price, this proposal cap-

tures investments in recruiting, acquisition, on-the-job

training and development. These investments are accumulated,

and an amortization schedule is established which attempts

to reflect the rate at which these investments will be con-

sumed. In many respects this approach is compatible with

generally accepted accounting principles. The net effect is

to use existing accounting techniques to reflect more properly

a firm's net income by capitalizing and subsequently charging

to expense current investments made in employees.

This historical cost approach is especially inaccurate

because the value of an employee changes during his business

career causing an inaccurate return on investment measures.

Further, the arbitrary allocation of current investments

over future periods is of marginal value because it assumes

that an employee is effective as long as he simply remains

with the company. Also, the definition of "investment" used

in this approach is much too narrow and includes only those

very obvious costs of on-the-job training, recruiting, etc.

As will be discussed later, organizations invest heavily in

5For example see William E. Pyle, "Human Resource
Accounting," Financial Analysts Journal, Vol. No. XXVI
(September-October, 1970), 69-78.
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human resources in very subtle ways such as fringe benefit

programs, recreation facilities, food services, and even well-

lighted employee parking lots.

A more inclusive proposal carries the investment concept

beyond those costs involved in getting employees "on-board"

and trained.6 It suggests capturing those costs involved in

getting employees working together in cooperative and syner-

gistic work groups. Although these costs are difficult to

measure and define, they do exist and therefore deserve some

attention.

With rising prices playing such an important role in

recent years, no quantitative approach to any business prob-

lem is complete without someone suggesting the use of current

replacement values. The human capital problem is no excep-

tion. This proposal states that the "cost" of employees is

the estimated cost to the firm of replacing them with others

having the same knowledge, skills and experience. The

obvious advantage of this proposal is that it adjusts his-

torical costs for changes in prices. The disadvantage lies

in the need for an exact definition of equivalent knowledge,

skills and experience. Even if this barrier is overcome,

how does a company realistically, yet cost effectively, go

6 James S. Heikmean and Curtis H. Jones, "Put People on
your Balance Sheet," Harvard Business Review, Vol. 45 (Jan.-
Feb., 1967), 105-113.

7lbid.
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about finding out the replacement cost for each of its

employees? Also, even though replacement cost is used by

businessmen in many internal situations, it has not been

generally accepted by accountants in income determination.

For this reason, the replacement-cost approach is more appli-

cable to internal reporting.

Present Value - Economic Approaches

Several proposals suggest measuring the value of the

human organization in relation to an employee's future wage

payments, future or past earnings of the firm and/or supply

and demand for human resource services.

One proposal suggests capitalization of an employee's

stream of future wage payments.8 Under this method, employ-

ees having the same stream of future wage payments have the

same value regardless of their relative contributions to the

firm. Employees receiving identical salaries rarely con-

tribute the same "value" to the firm. This approach also

carries with it all the traditional problems of present

value calculations. For example, what discount rate is to

be used? What stream of future salary payments should be

considered? What salary rate should be used? Further,

8 Roger H. Hermanson, "Accounting for Human Assets,"
Occasional Paper #14, University of Michigan, (1964).
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there will most probably be pay rate increases in the future,

yet the size and timing of these is unknown.

The same author offers another approach which suggests

that the value of the human be measured by discounting the

future earnings of the firm and then allocating a portion of

the present value to the human organization based on its

relative contribution.9 The assumption that a firm can

determine the relative contribution of human and non-human

resources is questionable. This approach further assumes

that the owned tangible resources and human resources are

the only elements which determine future earnings. It ignores

the impact of factors like customers, markets, economic

conditions, tax incentives and intangibles (patents, copy-

rights, etc.).

Still another proposal looks not at the entire stream

of future earnings but only that portion in excess of the

10industry average. The present value of this excess is

then allocated either to the human organization or between

the human and non-human resources. This "goodwill" approach

assumes the human organization has value only when the firm

can generate earnings in excess of the industry average.

9 Hermanson, op. cit.

R. Lee Brummet, et al, "Human Resource Management - A
Challenge for Accountants," The Accounting Review, Vol. XLII
(April, 1968), 174-176.
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This assumption is questionable because differences in size,

quality and efficiency of owned assets often materially

affect earnings. When one stops to consider each firm in

an industry, this method doesn't make much sense, because

mathematically about half the firms will have a value for

their human resources and the other half will not.

A more elaborate proposal combines elements of the "capi-

talization of future wages" and the "goodwill" approaches.1 1

The first step in this approach is to determine the present

value of future wage payments over a five-year period. The

computed present value is then adjusted based on the firm's

efficiency ratio. This ratio is a mathematical formula which

measures the firm's rate of return in relation to the rate of

return of the industry. If the firm's rate of return has

exceeded the industry's, the present value of future wage

payments is adjusted upward. If the firm's rate of return

has been lower, the adjustment is downward. By combining

previous proposals, this method carries with it the problems

and pitfalls of those proposals. Further, events that have

nothing to do with the value of human resources can change

its value. For example, the entry of "loss" firms into the

industry drives down the industry average, which, in turn,

increases other firms' efficiency ratios thereby increasing

the value of their human resources.

11 Hermanson, op. cit.
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One of the "pure" economic proposals relies on the

"invisible hand," as Adam Smith called it, of the market

place.12 This approach suggests that the value of employees

be determined by competitive bidding between investment cen-

ter managers. Thus, this approach uses the opportunity-cost

concept and is based on the law of supply and demand. The

manager bidding the highest price for an employee wins his

services, and the bid price is considered the value of the

employee. Theoretically, this supply-and-demand approach is

questionable, and its application in the real world is not

feasible.

Social-Psychological Approach

Among the psychologists, work in human resource measure-

ment is largely attributable to Rensis Likert.13 His con-

ceptual model suggests two new dimensions of the human

organization - "causal" variables and "intervening" variables.

These variables can be defined briefly as follows:

The causal variables are independent variables
that can be directly or purposely altered or changed
by the organization and its management and that, in
turn, determine the course of developments within an
organization and the results achieved by that organi-
zation. Causal variables include the structure of
the organization and management's leadership strategies,
skills, behavior, policies, and decisions.

1 2 Hermanson, op. cit.

1 3Rensis Likert, The Human Organization (New York, 1967).
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The intervening variables reflect the internal
state, health, and performance capabilities of the
organization: for example, the loyalties, attitudes,
motivations, satisfactions, performance goals and
perceptions of all members and their collective capa-
bility for communications, decision making, and effec-
tive action. 1 4

The dependent variables in Likert's approach are called

"end-result" variables and reflect financial and performance

data. If meaningful relationships can be determined between

changes in causal variables, and intervening variables re-

sulting in changes in end-result variables, then trends in

future earnings can also be determined.

Likert's proposal is highly desirable because it not

only permits a determination of a dollar value for the human

organization but more importantly directs attention to sig-

nificant human variables within the firm. This proposal is

not limited to measuring changes in the human organization

but also offers concrete suggestions on how to influence

these changes.

The main problem with the Likert human organization

approach is that, by definition, it deals with groups of human

resources. It is concerned with the behavior of the organi-

zation. It does not, therefore, add insight into the dimen-

sions of the individual human resource.

About the same time as Likert published his work on the

human organization, other psychologists were concentrating

14Likert, p. 29.
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on human effectiveness. The theories which follow are not

necessarily concerned with human resource measurement but

more with defining key ingredients of organizational effec-

tiveness.

Douglas McGregor's classic theory holds that a person's

type of managing is a reflection of his assumptions about

people.15 The "theory X" manager assumes that people need

authority and force to motivate them. He assumes that most

people tend to avoid work, must be carefully controlled, and

will generally take advantage of freedom. The "theory Y"

manager assumes that most people prefer self-direction and

self-control as means of discipline. He assumes that people

respond better to challenges than to authority, that people

seek responsibility, and that under the right conditions they

can enjoy their work.

Chris Argyris suggests that interpersonal and technical

competence, along with internal commitment, are the keys to

organizational effectiveness.16 Technical and interpersonal

competence are fostered by authentic relationships, high but

realistic expectations, meaningful work, freedom to act,

accountability, and goal-oriented team action. These

15 Douglas McGregor, The Professional Manager (New York,
1967).

16 Chris Argyris, Organization and Innovation (Homewood,
Illinois, 1965).
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conditions, in turn, can be significantly influenced by

organizational relationships and administrative control

systems.

Warren Bennis defines conditions for human effectiveness

17in terms of the organization's governing systems. He holds

that bureaucracy tends to inhibit initiative through its

engulfing network of complex, inflexible and restrictive

rules. Democracy, he states, is inevitable for the success-

ful organization, as it enables people to give expression to

their knowledge and skills.

As a final example of the psychologists' thrust, David

McClelland has singled out achievement motivation as a pri-

mary expression of human effectiveness.18 People who have

a high need for achievement thrive on freedom to pursue chal-

lenging goals, their primary reward being a job well done.

People with a low achievement need are more concerned with

other things such assecurity, money, and avoiding risks.

A Combining Approach

Erick Flamholtz, an accountant, offers a theory of human

resource value which includes some of the concepts offered

17 Warren Bennis, Changing Organization (New York, 1966).

18 David McClelland, The Achieving Society (New York,
1961).
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by the economists, accountants, and psychologists.19 He

holds that a person's promotability, productivity and trans-

ferability, coupled with his probability of maintaining

organizational membership, determine the individual's ex-

pected realizable value to a formal organization. His model

includes such factors as individual skills and activation

levels, rewards, and individual satisfaction.

Flamholtz's model is a good first attempt at combining

several concepts into one model. Although he offers no

measurement techniques, he does include both psychological

and non-psychological dimensions of a human resource. A

major criticism of his approach is that he ignores the fact

that people have different needs and values and his model

therefore assumes that most people are basically alike.

The Unresolved Issue

This overview of the cost, present-value, and social-

psychological approaches to questions of human resources

leaves the most significant issue yet to be raised. The key

issue still remaining concerns what these proposals are try-

ing to measure. Each is attempting to measure the cost or

determine the value of the human resource, yet none ade-

quately defines a human resource, The cost of recruiting,

acquisition, on-the-job training, etc. are not human assets,

19 Eric Flamholtz, "Towards a Theory of Human Resource
Value in Formal Organization," The Accounting Review, Vol.
XLVII (October, 1972) , 666-678.
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but simply means of acquiring human assets. The present-value

approaches concentrate on the outputs of human resources.

They measure end results, then bring these dollarized results

into the present. Future wages or earnings are not human

assets, but simply the result of their efforts in conjunction

with other assets. The bidding method assumes that human

assets exist but, again, does not define it.

From a practical point of view, if human assets are not

adequately defined, how can one expect to define and measure

the inputs, outputs or supply-and-demand? What is needed is

a "Likert-type" model that applies to individual human

resources which can then be integrated with a group model of

the human organization.

The search for a definition of a human resource can

begin with an examination of the inputs. Why does a company

"invest" in on-the-job training, formal development, etc.?

The purpose is primarily to enable employees to acquire job

knowledge and job skills. Also, many companies require

executives to undertake annual medical examinations, and

nearly all companies require a medical examination for new

employees. Why? The purpose obviously is to measure or

maintain an employee's health. Clearly there are at least

three unique dimensions of a human resource: knowledge,

skills and health.
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For a company to make use of these dimensions, one

obvious condition must exist. The employee possessing the

required job knowledge, job skills and health must be physi-

cally available. A fourth dimension therefore can be added

to the model.

So far the added dimensions are psychophysical in nature.

However, the one distinguishing feature between human re-

sources and non-human resources is psychological, i.e., man's

ability to think and have beliefs, needs and values. This

psychological dimension can be broadly labeled as his atti-

tude. The employee possessing all the required psycho-

physical assets may still be ineffective if his attitude is

unfavorable. These five unique yet interrelated dimensions

of a human resource are the central theme of the remainder

of this study.

These five dimensions are non-additive. If any one is

woefully lacking, the others are practically ineffective.

Before deciding to invest in one dimension, consideration

must be given to the level of the others. For example, it

may not be cost effective to improve the knowledge of an

employee when his attitude is poor. The first priority

might be to improve his attitude.

Combining some earlier proposals with this model can

establish meaningful relationships between the inputs (train-

ing, development, etc.) and changes in these five human
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dimensions which affect output variables such as individual

productivity, growth, and contribution to earnings.

There is a clear relationship between these five

dimensions of human resources and the proposals in current

literature on human resources. The "cost" approaches are

inputs into the five dimensions and are designed to increase

one or more of them. Unfortunately, now that the dimensions

are defined, it is obvious that the definition of "invest-

ment" used in the literature is not very comprehensive. This

study points out that investments in availability and atti-

tudes (and, to some extent, health) have been mostly ignored.

The present-value methods measure the estimated results

of the effective use of the five dimensions of human re-

sources. The relationships between end results and the

five dimensions are not yet understood, and much work in

this area needs to be done.

In the supply-and-demand approach, the investment center

manager bids on an employee because he possesses a favorable

combination of the five human dimensions.

Most of the social-psychological approaches concentrate

on the attitude dimension and all but ignore the other four

dimensions.

Once organizations begin to measure and understand these

five dimensions of human resources, they can begin searching

actively for the "best" investments. At present, any
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investment described in the literature is presumed to add

value automatically to human resources. One contention in

this study is that only those expenditures which improve one

of the five dimensions of a human resource should be con-

sidered investments. Eventually we should be able to trans-

late input investments into anticipated end results.

Although each of the five human-resource dimensions is

difficult to define clearly, the most difficult is the atti-

tude dimension. Yet it is this dimension that may be the

key ingredient in human effectiveness. Implicit in the

definition of an attitude is the assumption that people have

needs and values. As a prerequisite to the development of

a meaningful human-resource model, a more complete under-

standing of human needs and values is needed. Thus, before

proceeding to an overview discussion of the five human-

resource dimensions, these two factors need to be explored.



CHAPTER III

HUMAN NEEDS AND VALUES

Two significant theories are conspicuously absent from

the previous chapter's presentation of important behavioral

theories: Maslow's "Hierarchy of Needs" and Herzberg's

"Two-Factor" theory of needs. A discussion of these theories

is intentionally deferred to this chapter because the con-

cepts developed by these men are an integral part of this

research study. The literature contains a copious quantity

of information on these theories, and the following repre-

sents only a thumbnail sketch of their innovative ideas and

applications.

Human Needs

Abraham H. Maslow categorizes and ranks sets of human

needs into a conceptual hierarchy, beginning with the

most primative and urgent human needs and ranging upward to

"self-actualization," a rarely obtained state of perfect

human achievement. While there may be nuances and gradu-

ations within any given level of need, Maslow identifies

the basic breakdown as follows:

'Abraham Maslow, Motivation and Personality (New York,
1954).

30
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o Need for self-actualization

o Need for esteem

o Need for belongingness and love

o Safety needs

o Physiological needs.

The physiological needs refer to the bodily needs of

food, water, sleep, warmth, shelter, etc.

The safety needs include actual physical safety and the

feeling of being safe from physical and mental injury.

Therefore, actually being free from illness and a feeling

of freedom from illness are both included in this category.

The need for belongingness and love implies the need

both to give and receive love. It is the need to be part

of a group and the need for other people.

The need for esteem is dichotomized into the need for

feeling a personal worth, adequacy, and competence and the

need for respect, admiration, recognition, and status in

the opinion of other humans.

The apex need of self-actualization is a most difficult

concept to describe. Basically it means the process of

making actual a human's perception of his "self."

Maslow suggests that a person is not concerned with a

higher level need until the lower level needs are satisfied

and that once a need is satisfied, it no longer motivates.

Maslow's theory assumes that individuals can be characterized
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as being primarily at an observable level at a given time

or in a given set of circumstances. Therefore, human effec-

tiveness and dignity could be defined as providing conditions

and opportunities compatible with an individual's position

in the "hierarchy of needs" enabling him or her to move

towards self-actualization.

Five years after Maslow introduced his theory of human

motivation, Herzberg, Mausner, and Snyderman reported re-

search findings that indicated man has two sets of needs:
2

1. The need to avoid pain (hygiene or maintenance

needs).

2. The need to grow psychologically (motivation needs).

Their main point is that maintaining hygiene needs at

acceptable levels will minimize dissatisfaction, but that

satisfaction results only when motivation needs are met.

Thus, satisfaction-dissatisfaction are not opposite ends of

the same continuum. Instead, they represent two separate

continua. Because the model postulates two separate kinds

of variables, one set of factors that satisfy, and a second

set of factors that dissatisfy, it is often called

"Herzberg's Two-factor Theory."

Herzberg stresses that the factors which truly motivate

are psychological growth factors manifested in a sense of

2 Frederick Herzberg, Bernard Mausner and Barbara

Snyderman, The Motivation to Work (New York, 1959).
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personal achievement through the challenge of the job itself.

"Real" motivation is seen as resulting from the employees'

involvement in accomplishing a meaningful job and from the

feeling of accomplishment alone, not from the environmental

conditions surrounding the job. Clearly there is a connec-

tion here with Maslow's theory of self-actualization.

About the same time that Herzberg was conducting his

research, a Dallas-based firm, Texas Instruments Incorporated,

was also attempting to measure symptoms and causes of moti-

vation and dissatisfaction among company workers. Results,

unfortunately, were not translatable into meaningful action

programs. But in 1960, TI management's interest was aroused

by the research findings of Herzberg. Since Herzberg's

findings presented a possible answer to the motivation ques-

tion at TI, a major research project, headed by M. Scott

Myers, was started to determine whether the two-factor theory

could be validly applied to TI employees.

Although there were some differences among various job

classifications, the TI research generally supported the

hypothesis that the work itself is central to employee satis-

faction and that sources of dissatisfaction are generally

peripheral to the job.3

3M. Scott Myers, "Who are Your Motivated Workers,"

Harvard Business Review, Vol. 42 (January-February, 1964),
73-88.
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The researchers at Texas Instruments classified the

"satisfiers" and "dissatisfiers" according to which human

need each represented, using an expanded version of Maslow's

hierarchy of needs as their model. Factors essentially

related to the job were labeled "motivation needs," and

factors peripheral to the job were labeled "maintenance

needs." They observed that, while it is necessary for the

maintenance needs to be satisfied before motivation needs

come into play, employees rarely mentioned the maintenance

needs in connection with "real" motivation.

The conclusions of the six-year study at TI may be

summarized by envisioning a "wheel." At the hub of the wheel

is the work itself. The motivation needs most directly

satisfied by the job are growth, achievement, responsibility

and recognition. These "inner circle" needs take many forms

and may be met in many ways, such as having access to informa-

tion, freedom to act, problem solving, and goal setting.

"Inner circle" needs have three common characteristics:

1. They are individual needs.

2. They are job related.

3. They motivate.

The "outer circle" needs include physical, social,

status, orientation, security, and economic considerations.

They generally apply to group or organizational requirements,



35

relate to the background or environment of the job and,

according to the two-factor theory, do not motivate.

All-Inclusive Definition of Human Needs

The TI Industrial Psychologist primarily responsible

for coordinating the research project defined the mainte-

nance and motivation needs as they relate to the business

setting as follows.4

Economic needs.-These maintenance needs involve wages,

salaries and supplemental benefits received almost auto-

matically by virtue of simply being on the job. Economic

maintenance needs do not include forms of compensation stem-

ming from meritorious performance, i.e., merit pay.

Security needs.-These maintenance needs refer to feel-

ings of people arising primarily from their perception of

their supervisor as an impartial, consistent, reassuring,

and friendly individual, and from the knowledge that they

are protected by a just system in the work setting.

Orientation needs.-These maintenance needs require that

the individual has knowledge about the company and the job.

This information is often supplied by the supervisor, the

printed media or through the "grapevine."

4M. Scott Myers, Every Employee a Manager, (New York,
1970), pp. 11-16.
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Status needs.-These maintenance needs can generally be

satisfied through job classifications, titles, furnishings,

special privileges, and the company or product image. The

process of acquiring status is related to motivation factors,

but the possession of status or symbols of status is largely

maintenance.

Social needs.-These maintenance needs can be met through

formal or informal group activities in work groups, luncheon

groups or after-hours recreational activities.

Physical needs.-These maintenance needs are generally

satisfied by the work layout, parking facilities, air condi-

tioning and other physical factors surrounding the job.

Growth needs.-In this context this motivation need

refers to mental growth. One of the more effective pre-

ventatives to mental stagnation and skills obsolescence is

a challenging job.

Achievement needs.-These motivation needs refer to the

need for achievement that McClelland has shown to be a key

motive when it can find expression.5 Individuals differ from

each other in terms of their need for achievement, and a

5 David McClelland, The Achieving Society, (New York,
1961).
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given individual's level of achievement motivation will vary

with the opportunity to find expression for it.

Responsibility needs.-These motivation needs mean the

sense of commitment to a meaningful job and are strongly a

function of the supervisor's style of leadership.

Recognition needs.-As a motivation need, recognition

refers to earned recognition stemming from meritorious

performance. Unearned recognition of friendliness, for

example, meets an outer circle need. But, within the inner

circle, recognition as positive feedback for a job well done

is a reinforcement of motivated behavior.

Herzberg's Theory and the Major Criticism

M. Scott Myers made it clear that the effectiveness of

any of the job factors as a satisfier or dissatisfier, is

not completely a function of the nature of the factor itself.

But, also, relates to the personality of the individual.6

Herzberg recognized this problem in his discussion of "moti-

vation seekers" and "maintenance seekers." The former are

people motivated primarily by the nature of the task and have

high tolerance for unfavorable conditions peripheral to the

job. The latter, on the other hand, are motivated primarily

by the nature of their environment. For some unknown reason,

6Myers, "Who are Your Motivated Workers," 76.



38

most managers in organizations have chosen to ignore this

warning about personality differences. It is a powerful

qualification of the two-factor theory and for some psy-

chologists it greatly weakens the oversimplified concept of

two separate continua for any heterogenous population. For

example, House and Wigdor reviewed several research studies

based on methods other than that used by Herzberg and Myers

and arrived at four conclusions.

1. A given factor can cause job satisfaction for one

person and job dissatisfaction for another person,

and vice versa.

2. A given factor can cause job satisfaction and

dissatisfaction in the same sample.

3. Intrinsic job factors are more important to both

satisfying and dissatisfying job events.

4. The two-factor theory is an oversimplification of

the relationship between motivation and satisfac-

tion, and the sources of job satisfaction and

dissatisfaction.7

These researchers do not question the existence of

human needs, only their potential to clearly act as satis-

fiers or dissatisfiers. The essence of the problem is simply

7 Robert J. House and Lawrence A. Wigdor, "Herzberg's
Dual-Factor Theory of Job Satisfaction and Motivation: a
Review of Evidence and a Criticism," Personnel Psychology,
XX (1967) , 369-389.
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that all people are not basically alike. The problem becomes

clearly exposed when an organization attempts to satisfy one

of the human needs. Consider, as an example, an attempt to

satisfy the responsibility need, defined as the sense of

commitment to a worthwhile job, and strongly a function of

the style of supervision. This vague definition raises many

more questions than it answers. What is a "worthwhile" job?

What leadership style is preferred by employees? Does a

worthwhile job mean one

o which allows some free wheeling and dealing

and pays off as long as employees get good

results?

o which pays well and keeps people off the

employees' backs?

o which shows no favoritism and where rules

are strictly followed?

o which allows the employees to develop friendly

relationships with the supervisor and others

in the group?

o where the goals and problems are more important

then the money, prestige or how it should be

done?

o which has steady work, fair play, and above

all, a good boss?
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Each of the above represents a legitimate viewpoint,

but each reflects a different system of values. This kind

of question cannot be answered by simply understanding the

Herzberg theory. However, insight can come from an under-

standing of the disparate value systems present in today's

organizations. The following sections, therefore, discuss

the general nature of values and present a specific theory

of values selected for inclusion in this study.

Human Values

One approach to an introduction to theories of human

values is to summarize the current literature in terms of

the following questions:

o What is a value? How does it differ from an

attitude?

o Are values independent, intervening or

dependent variables?

o How are values acquired? Changed?

o Are values an open or closed system?

o Can values be classified? Should they be

classified?

o Can values be measured?

What is a value? How does it differ from an attitude?-

Adler outlines four approaches to the definition of values:

1. Values as absolutes, existing as "external ideas"
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or as parts of the "mind of God": (To an agnostic

and others this approach is invalid).

2. Values may be thought to inhere in objects, as the

potential of those objects to satisfy needs or

desires. (This is a moot argument.)

3. Values may be seen as present in man, as preferences

held by people whether learned, innate or both.

4. Values may be conceptualized in terms of actions;

i.e., equating values with behavior. (This avoids

the question of why people behave as they do.) 8

Kluckholm tends to agree with Adler's third approach in

his definition, "A value is a conception explicit or implicit,

distinctive of an individual or characteristic of a group,

of the desirable which influences the selection from avail-

able modes, means and ends to action."9

Scott speaks of personal values as "any individual's

conception of an ideal relationship between people -- a state

of affairs that he considers ultimately, absolutely, and

universally good. A value is . . . identified, not by its

content . . ., but by the attitude of a person toward it."10

8F. Adler, "The Value Concept in Sociology," American
Journal of Sociology, Vol. XXL (1956), 272-279.

9C. Kluckholm, "Values and Value-orientations in the
Theory of Actions," Toward a General Theory of Action,
edited by T. Parsons and E. Shils (Cambridge,~1951), 388-433.

loW. A. Scott, Values and Organizations (Chicago, 1965),
p. 168.
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Kluckholm's and Scott's definitions are not identical.

Kluckholm implies that values are central to the way an

individual structures his world and defines himself. Scott,

on the other hand, implies that a "relationship" must exist

before a value can be conceptualized. Scott's definition

confuses an "attitude" with a "value."

The problem of where attitude shades into value is not

limited to Scott but is common among many social psycholo-

gists. Generally, a "value" has been thought of as more

general, less situation-bound, an abstract frame of reference.

An "attitude" is more specific, less enduring and more mea-

surable. This kind of thinking can lead to three conclusions:

first, attitude/values are opposite ends of the same con-

tinuum; or secondly, they represent two separate continua;

or thirdly, an attitude is a specific case of a larger con-

struct called a value.

This study rejects all three conclusions and offers a

fourth. Specifically, an attitude is a dependent variable

resulting from the interaction of objects and situations

(independent variable) and values (intervening variables).

This conclusion is supported by examining the generally

accepted definition of an attitude and is shown graphically

in Figure 1. If the mental and neural state of readiness

is as central and pervasive as psychologists suggest, then

the only short-term solution for changing an individual's
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Definition of an attitude

A mental and neural state of readiness, organized
through experience exerting a directive or dynamic influence
upon the individual's response to all objects and situations.

Independent

o all objects
and situations

Intervening

o a mental and
neural state of
readiness, organ-
ized through
experience

Dependent

o Individual's
response

(Job conditions)------.--(Human Values)- (Job attitude)

Fig. 1--Definition of an attitude
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attitude is to change the "object or situation" in a

direction more compatible with the individual's values. For

example, if an employee prefers a boss who "tells me exactly

what to do and how to do it and encourages me by doing it

with me," but the company provides supervisors who "give

employees access to the information they need and lets them

do the job in their own way;" then the employee's attitude

will probably be unfavorable. To correct this problem, in

the short run, requires a change in the independent variable

(supervisor style), not in the intervening variable (employ-

ee's values). Unfortunately, this is not accepted by many

managers and they continue to insist that employees "really

ought-a-wanna" boss who --- (manager completes sentence

based on his own preference). In effect, managers are im-

posing their values on the employees when they refuse to

accept the disparate value systems of employees.

Are values independent, intervening or dependent vari-

ables?-Figure 1 showed values to be an intervening variable.

However, they can also be independent or dependent variables

depending on the situation. Values are dependent variables

because they are influenced by such factors as cultural con-

ditioning, perceptions of opportunities and constraints in

the environment, and neurological factors. On the other

hand, if changing values influence behavior, then values
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can be considered as independent variables. In most studies

of organizational behavior or human performance, values will

act as an intervening variable.

How are values acquired? Changed?-Several studies have

measured changes in values caused by such factors as psycho-

therapy or college attendance indicating, at least, that

values can and do change. Most psychologists would agree on

two distinct variables which influence values -- man the

organism and the environmental conditions under which he

exists. More and more evidence is appearing in the litera-

ture suggesting that the man's brain is made up of a series

of dynamic neurological systems, each anatomically different,

each operating according to its own psychological principle.

Outside the person are the social and environmental areas

which act upon the individual. Some psychologists, B. F.

Skinner for example, believe that it is this latter variable

which has the most impact on values. He would suggest

manipulating man's environment and reinforcing desired

behavior which, in turn, would eventually change man's

values. Some would disagree with Skinner on technical

grounds. A more important question is whether one human

has the right to change another's values irrespective of the

how.
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Values -- open or closed system?-Most psychologists

would agree that values are part of an open system. The

debate is over the degree of openness. Many longitudinal

studies have indicated a change in an individual's values,

thus suggesting the presence of some kind of open system.

Business leaders are experiencing something they call "the

changing work ethic," which, in essence, is a change in

values. "What causes the change?" "Is it for the good of

society?" and "Will it last?" are all open questions.

Can values be classified? Should they be classified?-

As an intermediary step towards human understanding, there

is little alternative but to classify. J. S. Bois, in his

Exploration in Awareness, suggests five stages of human

development:1 1

1. Sensing 4. Postulating

2. Relating 5. Unifying

3. Classifying

At this point, it appears that most psychologists have

completed the sensing stage and are deeply involved in the

second and third stages. In time, the next two stages may

follow, and eventually a general theory of values may de-

velop.

lJ. S. Bois, Exploration in Awareness (New York, 1957),

pp. 100-106.
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Can values be measured?-Anything can be subjectively

measured. However, measurement, because it is carried out

by means of a language tool or a symbol tool, is necessarily

limited to the range of the tool itself. Therefore, the

question is -- How reliable and how valid are the results?

In general, tools used to measure values fall short on these

two points. Many of the measurement instruments have not

even been tested for validity or claim face validity. How-

ever, in defense of the researchers, validation tests used

for "behavior" instruments may not be applicable to "value"

instruments.

One of the more promising measurement techniques for

measuring values is Osgood's semantic differential. This

technique was designed to measure the meaning of an object

or event to a person, rather than his attitude toward it.12

Other techniques of some value are 1) Likert-type scales,

2) forced choice, 3) rank ordering, and 4) forced allocation

of a fixed number of points.

It is important to recognize that serious measurement

problems exist, and efforts should be made to find solutions.

On the other hand, it would be dangerous to become so

anxious for measurements that numbers are forced in situa-

tions where they really ought not to be because of deficient

measuring tools.

C. Osgood, P. Tannenbaum and G. Suci, The Measurement
of Meaning, (Urbana, Illinois, 1957).
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Levels of Psychological Existence

One value theory stands out as having the greatest

potential for practical application. Dr. Clare W. Graves,

Professor of Psychology, Union College, Schenectady, New

York, has developed over a twenty-year period an exciting

theory of man as an open-system type of organism who has

been evolving into higher levels of psychological existence.13

This summary is based upon notes taken during a two-day

meeting with Clare Graves, as well as on his published

writings.

The theory basically states that the psychology of the

mature human being or groups of mature human beings is an

emergent process marked by the progressive subordination of

older, lower-level value systems to newer, higher-level

ones. The mature man tends normally to change his psychology

as the conditions of his existence change. Each successive

stage is a state of equilibrium through which people pass

on the way to other states of equilibrium. On a particular

level of existence a person has a psychology which is par-

ticular and peculiar to that level. His acts, feelings,

1 3 Clare W. Graves, "Levels of Existence: An Open
System of Values," Journal of Humanistic Psychology, Vol. 10
(Fall, 1970), 131-155.
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motivations, ethics, values, and thoughts are behaviors he

must manifest in order to solve his problems at that level.

A person does not automatically move up to another level

of existence. He may not be genetically or constitutionally

equipped to change in the normal upward direction if the

conditions of his existence change. He may move, given

certain conditions, through a hierarchically ordered series

of behavior or value systems to some end, or he may stabilize

and live out his life at any time at any one or a combination

of levels in the hierarchy.

He may show the behavior of a level in a positive or

negative manner, or he may, under certain circumstances,

regress to a behavior or value system lower in the hierarchy.

Thus, people live in a potentially open system of needs,

values and aspirations. At any one level, they have only

the behavioral degrees of freedom afforded at that level.

Men, as their societies develop, must subordinate old

values and behaviors if ever they are to develop new values

and behaviors appropriate to new levels of existence.

The following is intended as a brief introduction to

six levels of human existence (levels 2 through 7) found in

organizations. The single word label used for each level of

existence inadequately describes the syndrome it represents,

but is used for convenience of discussion. Graves' theory

does not end at level 7. However, models for higher levels
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are sufficiently scarce to make their definition difficult

and, for the purpose of this study, unnecessary. Also, Level

1 applies to infants, people with serious brain deterioration,

and certain psychopathic conditions. For the purpose of this

study, this level is disregarded.

Level 2, Tribalistic.-This way of life has come into

being without awareness, thought or purpose, for it is based

on classical conditioning principles. Man at this level

believes his tribalistic way is inherent in the nature of

things. His form of existence is based on myth, tradition,

spirits, magic and superstition. He has a strong need for

stability and safety. He feels "one shall live according to

the ways of one's elders."

On this level man is locked into the rigid traditions

of his tribe and he cannot violate them. These traditions

force him into a magical, superstitious, ritualistic way of

life. A change in environment or anything unfamiliar will

threaten people on this level to a great extent.

Because he is aware of little more than the problems of

sustenance, illness, reproduction and disputes, his pro-

ductive activities are usually limited to reacting to reduce

the tensions of his imperative psychological needs.

Man solely on this second level of existence is rarely

found in business or industrial institutions but.may bea
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tremendous load on Welfare Departments. Companies who are

engaged in "hard core" employment programs may encounter

man at this level of development. Productive effort is very

limited because concepts, time, space, quantity and materi-

ality are woefully wanting.

Level 3, Egocentric.-When man attains this level he has

gained insight into his existence as an individual being for

the first time. He is aware that he is separate and distinct

from other men. It is the inhumane "eye for an eye, tooth

for a tooth" variety of morality that manifests itself. As

man awakens, new stimuli impinge on his consciousness. He

is aware that he is alive, will die and this awareness

precipitates his need to survive. He may intentionally

manipulate the world to survive.

To survive, man at this level is often raw and self-

assertive. To the victor belong the spoils, the right to

exercise greed, envy, gluttony, pride and even sloth; any-

thing goes in his effort to dominate and win. He interprets

the reward or punishment as feedback fostering or not fos-

tering his own survival. He perceives that many try, but

few succeed.

Those who lose have a right only to the scraps he may

toss their way. Might is right. The power ethic prevails.

Man is concerned with "me " and "to hell with thee."
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He is restless, aggressive, tough, ruthless and has

little regard for the consequences of his behavior.

Level 4, Conformist.-As man moves to this level he

develops a way of life based on the conviction that there

must be a reason for it all: a reason why the "have" shall

have so much in life yet be faced with death, and a reason

why the "have not" has to live his life in a miserable

existence. This conviction leads to the belief of directed

design -- a design of the forces guiding man and his destiny.

Thus, the saintly way of life, based on one of the world's

great religions or great philosophies, came to be.

Man operates under a sacrificial system. He focuses

his earthly existence not on the end, salvation, but on the

means to that end, sacrifice of desire in the here and now.

Salvation is the ultimate reward of living. Typical behavior

is denial, deference, piety, modesty, self-sacrifice, harsh

self-discipline and no self-indulgence.

He accepts his position and his role in life. Inequal-

ity is a fact of life. He believes the task of living is to

strive for perfection regardless of how high or low his

assigned role. What he wants or desires is not important.

What is important is that he disciplines himself to the

prescription of his world. He values his absolutistic moral

laws and words like "should" and "ought." Life is a serious
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business for him, only institutionalized pleasure is per-

mitted. Rules are black and white. Only his authority has

the proper word. His authority defines both virtue and sin.

Level 5, Manipulative.-At this level man again tries to

conquer the world but not through raw, rugged brute force,

but by learning its secrets. He develops objective, positive

scientific methods. He needs to master the physical universe.

He must express his independence from pre-determined fate.

His end value is materialism and his means to the end is

rational, objective positivism.

He values accomplishing and getting, having and possess-

ing. Some important means values are achievement, gamesman-

ship, competition, the entrepreneurial attitude, efficiency,

work simplification, the calculated risk, scheming and

manipulation.

He sees to it that the loser gets more than just the

scraps he throws his way, but never as much as he. On this

level man creates wealth, and the techniques to gather that

wealth.

Level 6, Sociocentric.-The individual at this level is

concerned with the relation of his self to other selves. He

is concerned with belonging, with being accepted, with not

being rejected, with knowing the inner side of self and other



54

selves, so that human harmony can prevail. For the first

time his subjectivity is dominant.

He values the authority of those contemporaries whom

he holds in high esteem. His values are sociocentric be-

cause the peer group determines the means by which his end

value, community with his valued others, is to be obtained.

He sees getting along with as more important than getting

ahead. He values goodwill over free enterprise, social

approval over individual fame and cooperation over competi-

tion.

He will not classify people into types, as this threatens

his sense of community. His religion must be socially

oriented, not faith oriented, and be concerned about the

welfare of others.

He values interpersonal penetration, communication,

committeeism, majority rule, the tender, the subjective,

manipulative persuasion, softness over cold rationality,

sensitivity in preference to objectivity, taste over wealth,

respectability over power, and personality more than things.

He no longer believes that hard work is the measure of man.

There are other means to living than hard work, and living

"here and now" is a firm belief.

Level 7, Existential.-When man reaches this level, he

has crossed the bridge from animalism to humanism, from
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deficiency or deficit motivation to growth or abundancy

motivation, from subsistence level systems to a being level

system.

He has resolved the basic human fears, and with this a

marked change in his conception of existence arises. He is

faced with the restoration of his world so that life can

continue to be.

For the first time, he possesses values that do not

come from selfish interests but from the recognition of the

magnificence of existence. He shuns artificial things,

values all human wants, but is not a slave to any of them.

He values spontaneity, simplicity and sense-making

ethics. He does not value conventionality. Continuing to

develop is more important than striving to become this or

that. The doing itself is more important than the fame

that comes therefrom.

Conditions Necessary for Movement

from One Level to a New Level

The problems or needs that are appropriate to a par-

ticular level (system) must be solved or satisfied to the

extent that excess energy is produced -- this puts the

system in a state of readiness for change.

Dissonance or challenge then must enter into the field

so as to precipitate the system toward a different kind of

change. This dissonance arises usually in youth, but can
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arise in certain minds at any time when they are not troubled

by memories of the past. These are minds capable of newer

and more lasting insights into the nature of man's being.

Dissonance can also come from outsiders that disturb one's

way of life. When dissonance occurs it does not immediately

produce a movement to a higher state of being. Instead it

tends to produce a regressive search through older ways

before new insights come to be. This is the crises phase.

The next condition to be met is insight. The capable

brains in any system must be able to produce new insights

or be able to perceive the significance of different in-

sights brought to the system's attention from outside sources.

Next, there must be a removal of barriers to the imple-

mentation of the insight -- a matter not easy to achieve,

for a period of confrontation arises.

If the insight can be effectuated, through the removal

of the barriers, the consolidating factors come into play,

enabling the new steady state of being to be born.

Values for Working

Most individuals can be described in terms of one of

the levels 2 through 7 or as a blend of two or more of these

levels. However, Graves' descriptions apply to the general

psychology of man, and an adaptation of his general theory

to the industrial psychology of man is necessary for
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practical application in the business setting. The follow-

ing is a brief description of the six value systems as they

relate to the world of work.13

Value System 2 Employees - Tribalistic.-Tribalistic

employees prefer easy work, friendly people, fair play, and

above all a good boss. A tribalistic individual ordinarily

believes that he may not have the best job in the world, but

that he does as well as others with jobs like his. He feels

deeply that he has not had much of a chance to better him-

self; therefore, doing well simply means having a steady job

where he can follow orders given by a good boss. The less

responsibility he has the better he likes it. A tribalistic

employee likes a boss who tells him exactly what to do and

how to do it, and encourages him by doing it with him. Money

is important to him because it pays for groceries, rent, and

other things he needs to keep going. He counts on his base

pay each day to help make ends meet. A merit increase is a

lucky break and is usually obtained because one has a good

boss.

Value System 3 Employees - Egocentric.-A system 3 em-

ployee wants to receive good pay and keep people off his back.

13 These descriptions of value systems were compiled from
"Values for Working," an unpublished questionnaire developed
by M. Scott Myers and Susan Myers of Dallas, Texas.
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He doesn't like any work that ties him down, but will do it

to get some money. When he gets the money he needs, he will

either quit or take off from work and do what he wants. Be-

cause of his raw, rugged nature, this employee needs a boss

who is tough, but allows him to be tough too. Strong authori-

tarian supervision is required. Money is most important to

the system 3 employee because it allows him to buy things

like cars and clothes that make him feel important. Base

pay is always too low and this shows how business firms take

advantage of their employees. Merit pay is rarely worth the

effort, and it usually goes to the boss' pet.

Value System 4 Employees - Conformist.-This type of

employee likes a job that is secure and entails well defined

rules that are always followed to preclude favoritism. He

feels that he has worked hard for what he has and thinks he

deserves some good breaks. Everyone should realize that it

is one's duty to work hard and do as he is told. This is the

way to get ahead. A good career means having a secure job

which rewards him for loyalty, hard work, and honesty. He

likes a boss who calls the shots, rarely changes his mind,

and sees to it that everyone follows the rules. Money allows

him to save for a rainy day, to aid the less fortunate, and

to have a decent standard of living. He believes his base

pay is fairly set by management. Saving and spending are
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carefully planned. A merit pay increase says that he has

done a good job and his boss has rewarded him fairly.

Value System 5 Employees - Manipulative.-The ideal job

for a manipulative employee is full of variety, and allows

some wheeling and dealing. Compensation should be based on

results. He feels that he is responsible for his own success

and is constantly on the lookout for new opportunities. He

likes to play all the angles in his ceaseless effort for

higher positions and greater financial rewards. Initiative

should pay off, and there should be continuous opportunity

for advancement. A good boss doesn't ask questions as long

as the job gets done. This employee responds to hard bar-

gaining and he respects mastery and power. Money signifies

success and is the means of maintaining an attractive home,

club memberships, and the respect of important people. Base

pay is okay for meeting ongoing expenses, but he wants ample

opportunity to earn extra money. Merit increases are an

incentive to do good work and get results.

Value System 6 Employees - Sociocentric.-A job which

allows for development of friendly relationships with super-

visors and others in the workgroup appeals to a sociocentric

employee. Doing what he likes to do, such as working with

people towards a common goal, is more important than getting

caught up in the materialistic rat race. A good career is
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one that permits him to be a good person, to have many

friends, and to contribute to society. A good boss gets

people to work in close harmony by being a friendly person.

Money enables him to enjoy many friendships and puts him

into a position to support worthwhile causes. The problem

with base pay is the injustice in permitting some people to

make so much more money than others. The same goes for

merit pay. It is okay for those who receive it, but it can

cause hard feelings and destroy harmony.

Value System 7 Employees - Existential.-An existential

employee likes a job that entails goals and problems that

are more important than the money and prestige. He prefers

work of his own choosing that offers continuing challenge

and requires imagination and initiative. A good career is

one which allows him to be himself and to be involved in

responsibilities that are important to him and to society.

A good boss gives him access to the information he needs and

lets him do the job in his own way. He believes that the

task is to accomplish the goal, not to accomplish it in a

predetermined or fixed way. Money is important because it

can buy freedom and independence. Base pay is important and

necessary, but the kind of work a man does is more important.

A merit pay increase is personally satisfying, but only if

he has truly done something to earn it.
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Some Words of Caution

Two broad dimensions of man have been identified and

discussed in this chapter:

Human Needs Human Values

Growth Economic Tribalistic (2)

Achievement Status Egocentric (3)

Responsibility Physical Conformist (4)

Recognition Orientation Manipulative (5)

Social Security Sociocentric (6)

Existential (7)

It may take only a few hours to chew Graves' ideas

about value systems; it is likely to take many years to

digest them. Exposure to his ideas is of considerable imme-

diate benefit; it calls attention to the futility of trying

to understand someone else's behavior and needs with our own

value system. Graves' ideas also explain why it has been so

difficult to make all of the people happy all of the'time.

Stereotyping is one of the more important potential

dangers in any effort to use Graves' model. Predicting an

individual's behavior by tagging him with a particular value

system is tricky. Most individuals span at least two and

possibly all six value systems, even though one or two prob-

ably dominate their behavior on the job. Also, for a variety

of reasons, value systems change over time. Ordinarily, an
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individual's on-the-job behavior will be influenced by his

work ethic; however, the way he is approached, his mood on

a particular day, and countless other factors will also

affect his actions.

Another potential pitfall in using Graves' model is that

of becoming preoccupied with certain value systems to the

exclusion of others. For example, a manager who hires pro-

fessional employees and deals primarily with young college

graduates could easily decide that value systems 6 and 7 are

very widespread within his organization. A production super-

visor may confront an entirely different situation -- perhaps

value systems 2 and 3 dominate in his work force. Over-

reacting to an erroneous belief that certain value systems

are dominant throughout an organization could lead to counter-

productive actions.

Finally, merging Herzberg's "two-factor" theory of

needs with Graves' theory of values offers a possible ex-

planation for the attacks on Herzberg's theory. Herzberg's

original sample population included accountants and engineers.

It is doubtful that these professionals represented a mixture

of all six value systems. Intuitively, one could speculate

that the sample was biased towards conformist and/or manipu-

lative values. This could mean that the dichotomy of needs

into motivation and maintenance as described in this chapter
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represents a "special case" applicable only to people with

certain values. Another possibility is that each "need"

has a different definition at each level of existence. For

example, "achievement" at the manipulative level may mean

"being promoted to a higher job position," but at the socio-

centric level may mean "doing something which benefits

society." Both these possibilities are explored throughout

this study. Some of the concepts presented in later chapters

assume that Herzberg's theory is valid. However, the

validity of these concepts does not depend on the validity

of Herzberg's theory.

Employees bring differing needs and values to their job,

expecting that their needs will be met and that their values

will not conflict with those of the organization. However,

there is a human effectiveness side of the coin as well as a

human dignity side. The organization also has needs and

values. It needs productive resources to achieve its goals

in order to survive in our increasingly competitive and

complex world. The next chapter describes employee assets,

contributive attributes of employees. This dimension of man

will later be merged with human needs and human values into

a single model.



CHAPTER IV

HUMAN RESOURCES

A major contribution of all of the theories and pro-

posals discussed in the previous chapters has been to

sensitize managers to the influence of human attributes in

determining the success of the organization. Yet, none of

the proposals adequately defines the human attributes.

The R. G. Barry approach of classifying expenditures

into recruiting, acquisition, familiarization, etc. con-

centrates on the means of acquiring the contributive attri-

butes of employees (Employee Assets) not the attributes

themselves. On the other hand, the value concepts primarily

reflect the end results of employee contributive attributes

by concentrating on their ability to generate future profits.

In the behaviorial sciences, Likert comes close by

defining the human resource in terms of attitudes and be-

havior. The Flamholtz model perhaps comes the closest by

including such attributes as skills, activation level and

probability of remaining with the organization. But defi-

nitions and practical quantifiable measures of these and

other human attributes are needed for converting human

resource expenditures into human effectiveness and an

improved quality of life.

64
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Employee Assets

Reduced to its simplest elements, when an organization

hires a person, it is hiring a set of skills. Human skills

differ from machine skills in that humans are more capable

of reasoning and self-direction. Though machines can be

developed to duplicate many human skills, the organization

must bear the cost of developing the machines, whereas humans

come to the organization with many skills ready made; for

example, inductive and deductive reasoning, numerical facil-

ity, verbal ability, eye-hand coordination and self-mobility.

Being human can be a liability as well as an asset, as mis-

directed skills can be counterproductive.

For constructive employment of a person's skills, he

must meet minimal requirements in terms of four other attri-

butes; namely, knowledge, health, availability and attitudes.

From the organization's viewpoint, skills, knowledge, health,

availability and attitude are human asset categories.

The individual's knowledge enables him to direct his

skills and his health enables him to apply them. He must be

available when needed, and he must have the desire to apply

his talents and energy toward productive effort. The five

dimensions are factorial rather than additive -- if any one

is lacking, the others are rendered correspondingly ineffec-

tive. Before deciding to improve one dimension, considera-

tion must be given to the level of the others. For example,
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it may not be cost effective to improve the knowledge of an

employee if his health is poor. The first priority might be

to improve his health.

This classification approach centers attention on what

an organization should spend its money on. More effective

investments in employees are possible by directly considering

which of these attributes the organization needs and then

determining the best way to get them.

Each of the five employee assets - knowledge, skills,

health, availability and attitudes - will be discussed

separately, recognizing that even though they can be mentally

separated they work as a unit.

Knowledge

A person's knowledge should match the requirements of

his job - ideally neither too low nor too high. Knowledge

includes not only the specific technical knowledge required

by the work the individual was hired to do, but it also

includes his knowledge of the organization's policies, pro-

cedures and practices, and the relationship of his job to

other jobs in the organization.

Each employee may be assessed in terms of a continuum.

At one extreme, knowledge level almost perfectly matches job

requirements. At the other extreme, knowledge level and the

job requirements are almost completely mismatched as a result
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of either lack of job knowledge, or having knowledge so in

excess of job requirements that attitude is adversely affect-

ed. An approach to matching knowledge with job requirements

will be detailed in a later chapter, Groundwork for Appli-

cations.

In consultation with the Training Director of Texas

Instruments Incorporated, sources and costs of acquiring

knowledge were identified. The following lists thirteen

common media for acquiring knowledge:

1. Orientation by staff trainers.

2. On-the-job learning from peers.

3. On-the-job learning from supervision.

4. On-the-job learning from staff trainers.

5. Correspondence courses.

6. Classroom learning during work hours.

7. Classroom learning after work hours.

8. Programmed instruction.

9. Problem-solving conferences.

10. Policy and procedure manuals.

11. Public media - newspapers, radio, etc.

12. Books and periodicals.

13. Professional societies and trade associations.

Learning costs can be estimated by multiplying the

down-time by the average hourly rate of the learner and

adding the costs of training staff, space, equipment, tuition,
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and supplies. However, in-house cost estimating can be

simplified by standardized description of frequently used

courses. The estimated cost per person could be based on

average hourly rates of trainees plus cost of materials and

supplies. As a further option, prorated overhead costs may

be added.

Skills

A similar approach can be used for assessing individuals

and groups in terms of skills.

Deficiencies in job skills can be dealt with in much the

same way as knowledge shortcomings. A course catalog in the

training department may be useful, as well as less standard

approaches such as job rotation, special assignments and a

toastmasters club. In practice, the development of skills

is enhanced more by the act of delegation in a climate of

freedom than by contrived and formalized programs. But,

formally or informally acquired, skill development can be

assessed and priced in terms of input costs, or in terms of

the probability and cost of failures.

Health

The causes of bona fide health problems are not easily

determined. Organizational job factors that often encourage

health complaints and the misuse of sick leave plans further

complicate an already difficult problem. Investments
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associated with the maintenance and improvement of health

include the costs of health centers, first aid services,

safety equipment, physical examinations, health instruction,

calisthenics and rest periods, corrective treatments and

devices, nutritious meals and refreshments, surveillance of

drug addiction and alcoholism, preventive medicine, sanitary

safeguards, monitoring the environment in terms of noise,

fumes, temperature and lighting, and the evaluation and

reporting system required by the Occupational Safety and

Health Act. Though not often thought of in connection with

health conservation and promotion, investments in job enrich-

ment, management systems, and leadership practices to reduce

boredom and anxiety could lead to rich payoffs in terms of

improved mental and physical health.

Recruiting and acquisition typically involve medical

examinations and testing for aptitudes and skills. These

procedures identify people who possess specified knowledge,

skills, and health requirements.

After an employee is on board, an organization may

continue its investment program through expenditures for

familiarization and on-the-job training. Primarily, these

investments provide specific job knowledge and specific

skills to enable new employees to become more effective

members of the organization. Professional seminars,
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educational programs, and annual medical examinations also

relate to knowledge, skills and health.

The relationship of knowledge, skills and health to job

performance is so obvious that investing in them is instinc-

tive. However, understanding "availability" and "attitude"

and linking these attributes with knowledge, skills and

health provides more insight into turnover, productivity

and morale.

Availability

Loss of employee availability can be either temporary

or permanent. The former refers to tardiness, absenteeism,

or short-term, non-productive time off, and the latter refers

to termination. The question of turnover rate looms large

for management, and companies have traditionally focused

considerable attention on why employees leave. However, the

reasons employees stay are equally or more important to a

company that seeks to maintain a motivated, productive work

force. Many companies spend a great deal of time and money

investigating the causes of employee turnover; for example,

through programs of exit interviews. Usually the intent

behind such studies is to find out why people leave -- the

idea being that, if a company can identify the reasons for

terminations, it can work to reduce turnover.

While a company may obtain very valuable information

from exit interviews, this kind of approach has two signal
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defects:

1. It looks at only one side of the coin - the termina-

tion side. If a company wants to keep its employees, then

it should also study the reasons for retention and continua-

tion. From the viewpoint of a company's policies on employ-

ment and turnover, the reasons people stay are just as impor-

tant as the reasons they leave them. An obvious point in

evidence is that one individual will stay in a job under

conditions that would cause another to leave.

As an analogy, consider the divorce rate. If one were

really interested in doing something about it, he would have

to understand why some people get divorced and why others

stay married - the reasons for the two are likely to be en-

tirely different. Furthermore, the reasons for getting a

divorce need not be "just the opposite" of the reasons for

staying in wedlock. One would have to do some real investi-

gation on both sides of the problem to get a complete picture

of the divorce phenomenon. Equally, in the corporate setting,

there are definite rationales for termination and definite

(although sometimes unconscious) rationales for continuing.

2. Exit interviews also tend to assume a perfect corre-

lation between job dissatisfaction and turnover. Many a

company works for low turnover because it thinks a low rate

implies that its employees are satisfied with their jobs,

and therefore, productive. This is not necessarily true by
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any means. A low rate may just be the effect of a tight job

market. Or perhaps the company has put golden handcuffs on

its employees through a compensation scheme that emphasizes

deferred benefits. There are many factors involved.

In itself, the fact that an employee stays on a payroll

is of little value; the company must also know why he stays

there. In fact, some methods of maintaining a low turnover

rate can be detrimental to the financial health of a company

and the mental health of its employees.

To more clearly understand "availability" in the busi-

ness setting, four hundred employees at Texas Instruments

Incorporated were asked to complete a 60-item questionnaire

on "Why do you stay at TI?". The details of the study are

presented in a later chapter. However, the following de-

scribes the underlying concepts.

The brief answer to why employees stay is "inertia."

Employees tend to remain with a company until some force

causes them to leave. The concept here is very like the

concept of inertia in the physical sciences: a body will

remain as it is until acted on by a force.

There are two relevant factors within the company and

two relevant factors outside the company that affect inertia.

First, within the company, there is the issue of job

satisfaction. Second, there is the "company environment"

and the degree of comfort an individual employee feels
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within it. An employee's inertia is strengthened or weakened

by the degree of compatibility between his own work ethic and

the organization's goals, objectives, and values. The em-

ployee's work ethic derives from his own values and the

actual conditions he encounters on the job. The company's

values are derived from societal norms, formal decisions by

the board of directors, and the policies and procedures of

the managing group. A widening gap between these two van-

tages weakens inertia; a narrowing gap strengthens it.

Outside the company, one must consider an employee's

perceived job opportunities in other institutions. An em-

ployee's perceptions of his outside job opportunities are

influenced by real changes in the job market and by self-

imposed restrictions and personal criteria. Some employees

refuse to consider work in other locations because "I like

the schools" or "I like my neighborhood." These reasons not

only strengthen inertia to stay with their present organi-

zation, but also strengthen inertia to stay with any organi-

zation within the same school district or neighborhood. How-

ever, if schools lose their appeal because of drug problems

or neighborhoods become run down or polluted, the inertia to

stay in the area is weakened, and consequently, outside

opportunities become relatively more attractive and more

numerous.
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Also, outside the company, there are non-work factors

such as financial responsibilities, family ties, friendships,

and community relations that affect an employee's inertia.

The findings suggest that the strength of these factors has

previously been underestimated. Some workers responded, for

example, that they would never leave their company because

they were born and reared in their present locale.

Others said they stayed because they had children in

local schools, could not afford to quit, or had good friends

at work. Many of these employees also reported low job

satisfaction -- and yet they stay. Does it matter whether

an employee stays for job satisfaction or for environmental

reasons? Yes, because it makes a significant difference to

the company whether an employee "wants to" stay or "has to"

stay.

A company might improve retention by reinforcing the

"right" reasons for staying. "Right," here, means a combi-

nation of job satisfaction and environmental reasons that

are supportive of goals of the company and the employee.

Wrong reasons mean any combination of reasons for staying

that are beneficial neither to the company nor the employees.

Companies can reinforce the "right" reasons by providing

conditions compatible with employees' values for working

and living.
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If management concentrate on understanding why employees

stay, then they can act to reinforce the right reasons and

stop reinforcing the wrong reasons. In other words, they can

take a positive approach to managing retention, which will

be more effective over the long run than the ordinary, nega-

tive approach of simply reducing turnover.

This study offers four profiles of employees that are

particularly useful in thinking through the twin problems of

employee retention and employee turnover. The two important

variables here are the employee's satisfaction with his job

and the environmental factors, inside and outside his

company, that affect his decision to continue or terminate.

Reasons relating to job satisfaction (motivation needs)

are assumed to include achievement, recognition, responsi-

bility, growth, all associated with the motivation of the

individual in his job. Environmental factors inside the

company (maintenance needs) include work rules, facilities,

coffee breaks, benefits, wages, and the like. Environmental

factors outside the company include outside job opportunities,

community relations, financial obligations, family- ties, and

such other factors. Figure 2 shows the relationship between

job satisfaction and environmental factors for four types of

employees, and also explains why each type stays.

The turn-overs are dissatisfied with their job, have

few environmental pressures to keep them in the company, and
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Low -Job Satisfaction- - High

I,*

"Turn-Overs"

They will leave.

"Turn-Ons"

They will stay because

they want to.

"Turn-Offs" "Turn-Ons-Plus"

They will stay because They will stay because

they have to. they want to plus

they have to.

Fig. 2--Relationship between job satisfaction and
environmental factors as they affect retention.

0

C
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will leave at the first opportunity. While employees seldom

start out in this category, they often end up here, having

experienced a gradual erosion of their inertia. Consider,

for example, an employee who a few years ago was highly

motivated, had three children in college, and was close to

being vested in the company retirement plan. Today, his

children are graduated, he is vested, and he has lost inter-

est in his job. His inertia to stay has been greatly weak-

ened, and he may shortly become a turnover statistic.

The turn-offs are prime candidates for radical activi-

ties; they can easily generate employee-relations and pro-

ductivity problems, and conceivably industrial espionage or

sabotage. These employees are highly dissatisfied with their

jobs andstay for mainly environmental reasons. For example,

they may feel they are too old to start over again, or that

they are financially dependent on the company benefit pro-

grams; or they may believe they can't get a job on the out-

side. Employees trapped in this category have two alter-

natives: 1) they can look for outside help (for example,

from unions or the EEOC); and 2) they can change their

behavior and either "do exactly what they are told and no

more" (tribalistic) or decide to "get even with the company"

(egocentric) .

The turn-ons are highly motivated and remain with the

company almost exclusively for reasons associated with the
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work itself. This is most desirable from the company's view-

point because these employees really want to stay and are not

locked in by the outside environment. However, if managerial

actions reduce job satisfaction (even temporarily), turnover

may rise dramatically. Since the inertia of the turn-ons is

not strengthened by environmental factors, it is therefore

not strong enough to make them stay without continual job

satisfaction.

The turn-ons-plus are the most likely to stay with the

company in the long run. These employees stay for job satis-

faction plus environmental reasons. Even if job satisfaction

temporarily declines, they will probably stay. The word

"temporarily" is a key one, for if job satisfaction drops

permanently, these employees become turn-offs. Their trans-

formation will not raise the turnover statistics, but it

will increase frustrations and affect work performance.

Obviously, all employees do not fall neatly into one of

the four classifications. Many employees fall somewhere

between the extremes of job satisfaction and environmental

pressures. These intermediate categories can be called the

"waiters" or the "hopers." The "waiters" still have some

degree of freedom to leave and are waiting to see if job

conditions will improve. If conditions do improve, these

employees become turn-ons. If conditions worsen, they be-

come turn-overs. The "hopers" are more locked-in by
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environmental pressures and are hoping that conditions

improve. These employees become turn-offs or turn-ons-plus

depending on which direction the job situation moves.

The traditional approach to measuring and understanding

termination has focused on the turn-overs. These employees

generally represent a relatively small percentage of the

total employee population, and hence emphasizing them ex-

clusively tends to ignore the much more important majority

who stay. It also ignores the dynamic processes by which

an employee moves from one classification into another.

Consider a young engineer who originally joins the

company because he really wants to work there. He moves

into a new city where he has very few ties with the commu-

nity. As he develops his career, he begins to build some

meaningful work relationships -- he becomes a turn-on. The

longer he remains in the locale, the more likely he is to

become a turn-on-plus.

But suppose a time comes when his motivation is low.

Will he leave? If benefit programs have created a financial

dependency, if he has stock options that are not exercisable

for two or three years, if he has children who are in good

schools, if he has just purchased his dream house -- then he

probably will not become a turnover statistic. Nonetheless,

he may become psychologically absent -- a turn-off. The
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consequences may show up in alcoholism, chronic physical or

psychological illness, divorce, low productivity and moti-

vation.

Suppose, instead, that this same engineer has continued

to find job satisfaction. He may still stay for some environ-

mental reasons, and the combination of reasons will probably

be "right" -- both he and the company find his employment

meaningful.

In neither case has he become a turnover casualty, but

there may be a dramatic difference between the two situations

in terms of morale and productivity. One management observer

has phrased it this way: "We have too many people in our

organization who are no longer with us."

One purpose of this study is to understand better the

balance between job satisfaction and environmental reasons

as it affects employee retention and to gain insight into

ways to influence that balance.

Although all the implications are not clear at this

point, the results of the study suggest that managers, in

deciding on policies and philosophy, in reality have been

talking to themselves about themselves. That is, they tend

to adopt policies and theories of human motivation that

appeal to their own individual value systems, under the

assumption that all employees have similar values. For

example, many a manipulative manager presumes that money and
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large, status-laden offices motivate other people in the

same way they drove him to his present level of success. He

may have climbed the corporate ladder, but as the results of

this study show, for many employees the ladder does not even

exist.

Because managers have habitually concerned themselves

with turnover, it will be hard to break the habit. None-

theless, managers must stop the rituals of finding out why

people leave and start investing resources in a positive

approach to the management of retention. If managers rein-

force the right reasons for employees staying and avoid

reinforcing the wrong reasons, they can not only improve

traditional turnover statistics, but set goals for retention.

However, they must begin to understand and respect employees

as individuals with values that often differ from their own.

As a prerequisite to the development of a program to

manage retention, certain difficult questions should be

explored:

o Why do employees stay?

o What are their values for work and living?

o What is their age, sex, marital status, and so on?

o What are the right and wrong reasons for employees

staying in their jobs?

o How dissatisfied is dissatisfied?
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Some quantitative insight into the first three questions were

obtained during this study, but the last two may not be

quantifiable. What is "right" or "wrong" and how far an

employee can be pushed before he is forced to leave involves

a milieu of moral questions. Value judgments rather than

hard facts will form the basis for most of these questions.

Ideally, it seems that the goal of managing retention

would be to create conditions compatible to the turn-ons-plus,

that is, some balance between job satisfaction and environ-

mental reasons. This raises some questions. For example,

if employees who do not like their jobs stay because of the

"locked-in" features of benefit programs, should managers

not consider implementing benefit programs that will reduce

inertia?

To begin with, managers might make pensions highly

portable, a measure that would tend to reduce inertia but

ostensively raise costs. On balance, it might then be

necessary to improve the conditions for job satisfaction so

that people stay because they want to, not because they have

to.

Another influence on inertia is the location of a com-

pany. For example, a corporation that locates a new factory,

offices, or laboratories in towns that are not highly attrac-

tive or requires the relocation of many employees has weak-

ened inertia; thus employees are more likely to leave when
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they become dissatisfied with their work. Some compensatory

maneuver may be called for. Again, corporations which locate

plants in small towns, and draw primarily from the people who

were born and reared in those communities, are building in

inertia that tends to increase retention and decrease turn-

over -- perhaps too much so.

For another aspect, consider corporations with head-

quarters in New York City. They may find their employees

have very low inertia because it is easy for people to simply

get off the subway at a different stop, or even get off the

elevator at a different floor, and find themselves in a

different corporation. That is, they can change jobs with-

out changing their outside environment. In this case,

inertia to stay with the present employer may be very weak,

even though there is strong inertia to stay in the same

general locale. Naturally, in working toward this balance,

companies will have to devote some careful thought to the

question, "How dissatisfied is dissatisfied?". Suppose one

sets up a scale of job satisfaction from +10 (very satisfied)

to -10 (very dissatisfied), will an employee leave when the

level is -5? Perhaps he will; but the answer depends on

the strength of inertia.

For example, if the "golden handcuffs" are in the form

of stock options which are exercisable at some distant point

in the future, then inertia is strengthened -- that is,
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until the options are exercisable. At the date of exercise,

his inertia will drop to a very low point, other things being

equal; and even if his level of job dissatisfaction has re-

mained constant, it may now be strong enough to break the

present inertia level. Once inertia to stay has been broken

and the person is in motion on his way out of the company,

it will take great force to counteract his momentum to leave.

One can also find examples where an employee has stayed

with a company well beyond a point where he has a sense of

achievement and meaning in his work and is waiting only for

early retirement. He has probably become a problem to the

organization, to himself, and to his family. Lucrative early

retirement programs (sometimes known as late discharge pro-

grams) have become increasingly popular as a way to break

inertia, often to the benefit of both parties.

This raises some social issues. For example, an employ-

er may decide that it is economically more efficient to

terminate turned-off employees rather than to make expendi-

tures to convert them to turn-ons or turn-ons-plus. Firms

that adopt policies that turn-off employees, leave them with

health problems and negative attitudes, and then hand the

problem over to someone else, are ignoring external costs.

These employers are polluting their environment just as much

as if they were to pollute the air or water. Perhaps the
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satisfaction of employees' needs should be a goal in itself,

not only a means of improving economic performance.

The effects of inertia, of course, are not limited to

the employee, but also extend to his or her spouse. It is

not uncommon to find a professional returning to his original

part of the country because his wife is dissatisfied with the

present locale.

In seeking balance, then, it would be useful for a

company to review all benefit, pay, location, and other en-

vironmental factors, as well as job satisfaction, to deter-

mine whether people are staying for the right or wrong

combinations of reasons -- always keeping in mind that what

is right and wrong to management may not have the same

degree of rightness and wrongness to the employee.

Ultimately, rightness and wrongness, whatever their

specific definitions, will require the provision of a work

environment that is broadly compatible with employees'

personal goals and their values for work and living. Mana-

gers need to recognize that the "average employee" is only a

concept, and develop personnel programs, policies, and pro-

cedures that are responsive to the heterogeneous values of

employees. Only then is it possible to develop strategies

and reinforcements for employees to stay for reasons that

are right for both the organization and the individual.
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Attitudes

Of the five assets, attitudes have the greatest poten-

tial for directing the other four assets toward productive or

counterproductive effort. Attitudes, which include personal

values and job attitudes, constitute a readiness to respond

to various life situations and, as such, give direction to

knowledge, skills, health and availability.

The employee brings a set of values to the work place

when he is employed. These values act as filters or pro-

cessors of the various inputs to which the individual is

subjected. One of these inputs consists of direct company

investments in knowledge, skills, health, work systems and

company maintenance factors. Another consists of the out-

side maintenance factors such as home, family, schools, etc.,

which in turn are influenced indirectly by company taxes,

donations, civic involvement and so forth. In addition,

attitudes are influenced by outside opportunities for ad-

vancement, responsibilities, adventure and other factors

that might be attractive. The net effects of all these

factors combine to render an employee a turn-off, turn-over,

turn-on, turn-on-plus, waiter, or hoper.

The interrelationships among knowledge, skills, health,

availability and attitudes are too complex to detail in a

single chapter. At best, only a few limited aspects can be
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described. The purpose of this chapter was to broadly

discuss a third dimension of man, i.e., employee assets. At

this point, the following conclusions are possible:

1. Availability is the most misunderstood and neglected

human asset.

2. Attitude is the most potent asset because it inter-

acts frequently and strongly with the other four.

3. Although some attention to knowledge, skills, and

health is instinctive, efforts to manage and under-

stand these assets are well below what is needed

for maximum effectiveness.

The next chapter merges the theories of human needs, human

values and employee assets into a single model.



CHAPTER V

MANAGING HUMAN RESOURCE EXPENDITURES WITH
CONCERN FOR BOTH HUMAN EFFECTIVENESS

AND HUMAN DIGNITY

The following summarizes the three broad dimensions of

man identified and discussed in previous chapters:

NEEDS VALUES ASSETS

Growth Security Tribalistic (2) Knowledge

Achieve- Orientation Egocentric (3) Skills
ment

Responsi-
bility

Recogni-
tion

Status

Physical

Conformist

Manipulative

(4)

(5)

Health

Availability

Economic Social Sociocentric (6) Attitude

Existential (7)

The ultimate objective of this research is to develop

and empirically test a human resource model which business-

men can use to increase the potential for achieving both

human effectiveness and human dignity. Implicit in the con-

struction of the model is the belief that two national goals

are emerging within the free enterprise system, i.e ., the

goal to increase output per man hour and the goal to increase

the quality of life through meaningful work. Further it is

assumed that these two goals are not incongruent and may

88
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even be synergistic. Thus, the most significant assumption

underlying the construction of the model presented in this

chapter can be stated as follows:

If society wants to maximize output per man hour

and simultaneously improve the quality of life, then

it must invest in its human resources in a way which

meets both the needs and values of people and the

goals of organizations.

Thrust for Human Effectiveness
and Improved Quality of Life

A key to the validity of the model is the validity of

the underlying assumption of a dual concern for employee

alienation and the output per man hour.

With the nation's solvency at stake in an increasingly

competitive world, businessmen and legislators have intensi-

fied their search for better methods for increasing and mea-

suring human productivity. One of the underlying causes of

employee alienation is the changing work ethic - particu-

larly among the younger members of work forces. The Horatio

Alger pursuit of success is giving way to the quest for self-

actualization through a more meaningful life. So urgent is

the problem of alienation and its effect on productivity
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that a bill has been introduced in Congress to provide re-

sources for coping with it.1

The introduction of Bill S. 736, coupled with the in-

creased interest in job enrichment, job enlargement, goal

setting, work simplification, etc., is convincing evidence

of a dual concern for human dignity and effectiveness which

tends to support the underlying assumption of the model.

This evidence can be tested empirically. However, there is

also a psychological basis for the emergence of this dual

concern.

The free enterprise system, primarily created and per-

petuated by manipulative and conformist philosophies, places

priority on human effectiveness. It appears that this view

of man's purpose has caused dissonance for a segment of

American society. And, according to Graves' theory, this

dissonance will eventually cause a movement to the socio-

centric level. Thus, the dual concern for human effective-

ness (level 5) and human dignity (level 6) begins to emerge.

However, these two concerns represent opposing forces. Each

value system perceives the situations as a win-lose proposi-

tion and totally rejects the other's views. The existential

level merges these opposing forces into a concern for both

human effectiveness and dignity.

1Worker Alienation Research and Technical Assistance Actof 1973, 93rd Congress, 1st Session, SB. 736 (Washington,
February 1, 1973).
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Therefore, the assumption underlying the construct of

the model presented in this chapter is not a compromise be-

tween manipulative and sociocentric views, but a merger of

these two concerns into a unified view of man's purpose.

The Model

Figure 3 is a model showing the conversion of human

resource investments into behavior on the job. The model can

be broken down into five components:

1. Human Resource Investments

2. Outside Maintenance Factors

3. Outside opportunities

4. Employee values

5. Job Attitudes and Behavior.

The model suggests that organizations invest directly

and indirectly in its employees. The direct investments are

all within the domain of the organization's responsibility

and control and are aimed at

o increasing job related knowledge

o improving skills

o maintaining employee health

o meeting employee motivation needs through work itself

o meeting employee maintenance needs.

The indirect investments in human resources are not

generally considered as such by businessmen. However, this

- -
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model suggests that investments in the community, for ex-

ample, indirectly affect an employee's decision whether or

not to come to or stay with an organization.

The inclusion of outside maintenance factors in the

model extends Herzberg's two-factor theory beyond the com-

pany environment. In view of Herzberg's claim that employee

dissatisfaction grows from neglect of their maintenance needs,

this model suggests a similar result from their dissatis-

faction with factors outside the organization. For example,

such conditions as drug problems in local schools, crime-

rate increases, and unchecked pollution weaken inertia;

and the organization will find itself spending relatively

greater amounts attempting to meet motivation and mainte-

nance needs of employees. Expenditures to, counteract and

improve these conditions are both social investments in the

community and indirect investments in the organization's

own human resources.

Also included under "outside maintenance factors" are

other considerations such as age, apathy towards changing

one's environment, financial responsibilities and family

ties. Depending on the individual and his culture, these

factors can play an extremely important role in an employee's

decision to remain with an organization.
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For some individuals, outside maintenance factors

strongly affect perceived outside opportunities. Although

this component of the model has been traditionally related

only to job market changes, self-imposed restrictions and

personal criteria also play an important role. For example,

some employees would refuse employment in other locations

because their children are enrolled in excellent schools or

they themselves are deeply involved in local government

activities. These conditions not only increase the prob-

ability that the employees will stay with their present

organization but also increase the probability of reject-

ing job offers outside their school district or community.

However, if the schools lose their appeal for any reason,

or the community government becomes corrupt, inertia for

remaining in the area is weakened, and consequently, out-

side opportunities become relatively more attractive.

These three families of factors, human resource invest-

ments, outside maintenance factors, and outside opportu-

nities, all feed into the value systems of employees and are

finally reflected in each individual's job attitude, render-

ing him or her a productive employee, a non-productive em-

ployee, or a turnover statistic.

Although the methods in which management satisfies the

knowledge, skill and health requirements of employees have a
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telling impact on attitude and behavior, the most powerful

way to increase human effectiveness and improve the quality

of life is through balanced investments in the work itself

and maintenance factors.

More effective investments in these two areas are possi-

bile if an organization develops a clear and understandable

set of human resource goals and strategies that recognizes

the disparate needs of employees and their underlying values

for working as well as the needs and values of the organiza-

tion. The framework presented in the next section is offered

as one possible approach towards achieving this goal.

Shaping Human Resource Strategies
to Disparate Value Systems

All organizations have goals, whether implicit in the

culture or explicit in a management by objectives system,.

These goals are generally limited to financial, manufactur-

ing, marketing and product development functions. In the

human resource function, guidance usually comes from philo-

sophical notions perpetuated by habit rather than specific

goals to be attained. On the other hand, some organizations

have found it practical to identify both quantitative and

qualitative goals regarding employees and their effective-

ness. If properly designed, such goals enhance the possi-

bility that all members of the organization at all levels

(both hierarchical and psychological) will be able to
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realize their potential in contributing to the organization's

objectives and in attaining their own personal objectives in

life, or at least in the working aspects of life. This does

not imply that the goals of the organization and the goals

of employees need be identical, nor does it imply that em-

ployees must be fully committed to the goals of the organi-

zation. It does imply, however, that the goals cannot be

incompatible. For example, an organization's goal may be to

double profits, and an employee's goal may be to make enough

money to support his family. If the employee perceives the

organization's goal as enhancing the possibility of in-

creased security and financial rewards, then the two goals

are not incompatible. To the organization, doubling profits

is an end-result. However, to the employee, doubling profits

is a means of attaining his end-result of security and

increased pay.

The following outlines seven human resource goals and

strategies, using Herzberg's two-factor theory of motivation

as a structure. These goals are not intended as a prescrip-

tion, but rather a description of one possible combination of

human resource goals and strategies, specifically:

o Employee communications

o Job design,

o Management systems and procedures,

o Growth opportunity,
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o Pay and benefits,

o Equal employment opportunities, and

o Facilities.

The goal of employee communications is to structure

communication networks which will permit employees at all

levels to communicate naturally and candidly with one another.

The strategy is to increase employee understanding of the

organization, his job, and its relationship to organiza-

tion goals by accomodating messages and media to meet in-

dividual needs and values.

The job design and content for each employee should be

modified to match individual needs. Employees at all levels

should have an opportunity to plan and control their own work

and understand how their individual and group efforts affect

organization goals. The strategic approach must include not

only classic human engineering, but also psychological engi-

neering so that the needs of employees can find expression

through what they consider meaningful work in such a way that

organizational goal attainment is enhanced, not blocked.

Management systems and procedures must be made sensi-

tive to the needs and values of those who are influenced by

them, and when feasible the organization should provide

opportunities for individuals at all levels to influence the

development, design, and administration of all management

systems and procedures. The strategy lies in the involvement
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of employees in the design of systems and procedures, with

particular concern for assuring that they are compatible with

the individual's need for data and that they are structured

in a framework consistent with the employee's values for

working.

Growth opportunity is to give all employees the oppor-

tunity to realize their potential capabilities as human

resources and express themselves as human beings. The

strategy involves clarifying career paths and providing edu-

cation and training resources, internal opportunities, and

an environment for each individual to find meaningful work.

The goal of pay and benefits is to provide competitive

compensation in terms of both internal equity and external

comparisons with like organizations and communities. The

strategic approach is especially critical, because money and

fringe benefits mean different things to different people.

Therefore, the strategy must increase the opportunity for

individuals to select pay and benefit plans best suited to

their individual needs and values.

The equal employment opportunity goal goes beyond simple

compliance with the Civil Rights Act, Title VII, and other

federal and state regulations. When minority rights, women's

liberation, and other such concerns are viewed in a broad

perspective within an organization, the goal is, very simply,

to accept the difference in values among groups of people.
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The strategy is to remove institutional and environmental

barriers to equal opportunity, especially those that are

unwritten and unspoken.

The facilities goal is to create a work environment that

is perceived as supportive of the needs and values of the

employees. The strategy must take into account the fact that

the work environment is not a substitute for meaningful work.

Whenever feasible, employees should be involved in facility

decisions affecting their work area.

Developing these kinds of goal and strategy descriptions

is the least difficult part of a human resource function.

The difficult task is converting these concepts into action

programs perceived by employees as consistent with the stated

goals and strategies. It is not uncommon for an organization

to carefully develop a set of human resource objectives and

rigorously detailed action programs only to receive feedback

from the employees that "what they hear and what they see are

two different things." In effect, the employees perceive an

inconsistency between the "ivory tower" goals and the actions

of managers charged with the responsibility of translating

the goals into practice.

When this situation occurs it might be easy to jump to

the conclusion that the inconsistency is the result of

managers not really giving a damn about the employees but

simply wanting to jump on the human relations bandwagon or
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impress their boss. In some cases this may be absolutely

true. But in many others it's not. Managers are not people-

eating monsters. They are generally sincere, hard working,

human beings doing what they believe to be right.

The inconsistency is often caused by what could be

termed "mirror management." In the business setting, mirror

management can be described as the tendency of managers to

adopt policies and theories of human motivation that appeal

to their own individual value system, under the assumption

that all employees have values which "mirror" the values of

the managers.

This is not meant as a criticism of managerial value

systems, but as a description of reality. One can expect

leaders, whatever their values, to adopt policies which

appeal to their own values for working and living. Managers

make a decision based on what they believe is "right." What

is "right" depends on their values.

To put the matter another way, most managers are

following the Golden Rule, "Do unto others as you would have

them do unto you." Assuming that all people have the same

values, then what is "right" for the manager is "right" for

the employees. However, since values of people are not

identical, what is "right" to the manager is often "wrong"

for the employees. A Platinum Rule, which says, "Do unto
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others as they would have you do unto them" is more appro-

priate in an organization comprised of people with differing

value systems.

To apply the Platinum Rule to the seven human resource

goals and strategies and to avoid mirror management requires

an understanding of how employees with each value system

perceive the purpose of each goal and strategy.

In each cell of the matrix shown in Figure 4 is the

language of each value system, that is, an interpretation of

how employees in each value system would word their reactions

to the seven goals and strategies.

Mirror human resource management is simply selecting

the elements of the matrix which appeal to the values of a

manager and disregarding the rest of the elements. Effective

human resource management involves consideration of all the

reactions listed both vertically and horizontally in the

matrix.

To illustrate the symptoms of mirror management, assume

that a corporate manager is given responsibility for the

implementation of each strategy and that his values reflect

those primarily at the manipulative (level 5) state of

existence. In an interview with the manager concerning his

proposed action programs, if asked his opinion on the impor-

tance of employee communication, he might respond, "What's

the payoff? Show me the figures and the facts and how this
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is going to help my career and the company's profits." On

the question of job design he would probably say, "You must

have room for some wheeling and dealing - that's what work-

ing's all about." Concerning management systems and pro-

cedures, he might observe that "They're okay, but you have

got to learn to beat the system occasionally." As for growth

opportunity, he might comment, "Each employee is responsible

for his own success and should always be on the lookout for

new and financially better opportunities."

For this manager, pay and benefits are "the name of the

game, and the guy who learns to play all the angles is the

one who is going to reap the rewards." When the subject of

equal employment opportunity comes up, one would likely get

a very pointed answer: "If they can cut it within our

system, more power to them" Facilities are a measure of

success to the system 5 individual, so this manager thinks

it is reasonable that the higher positions get the best work-

ing conditions and a specially engraved key to the men's

washroom.

This illustration obviously represents an extreme case

of mirror management. Ironically, this manager could appear

to be effective if all his employees were at psychological

levels below the manipulative lavel. If he were considered

the "chieftain" by tribalistic employees, they might do what-

ever they were told to do. If this manager were "tough" in
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carrying out his action programs, the egocentric might even

respond favorably. The conformist employee, with his high

degree of loyalty, would probably tolerate the rules set

down by the manager. However, the sociocentric and existen-

tial employees would most likely reject the manager's purely

manipulative action programs. Even employees at the manipu-

lative level might find it difficult to accept the manager's

ideas because they would rather determine their own destiny.

Assume that most of the employees in the organization

were primarily at the tribalistic level and that the manipu-

lative manager decided to poll a typical employee for reac-

tions to the seven goals and strategies. When asked about

the communication strategy, the tribalistic response might

be, "I would like to hear that things are getting better for

people like me." The kind of work a tribalistic employee

does makes little difference to him; he will put up with any

job as long as he has a "good" boss who will show him what

to do and how to do it. When it comes to systems and pro-

cedures, he expects his boss to make sure that his work

group knows the rules. Growth is a word he seldom associ-

ates with his work; rather, "I want to do as well as most

people with jobs like mine." Pay is important because it

helps him meet his bills; and he needs the benefit programs

to protect him in his old age. His response to the question

of equal employment opportunity is once again very
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tribalistic: "I don't think we should have to work with

people we don't want to" - that is, people who are not mem-

bers of his tribe. When management provides "nice" working

conditions, it means to the tribalistic employee that manage-

ment cares and is taking care of him.

Successfully designing human resource strategies compat-

ible with tribalistic values requires spelling out the work,

pay system, and especially the role of the immediate super-

visor. In a telephone conversation with Clare Graves, he

defined the conditions: work groups of about ten people and

the boss acting as the total management system with control

over hiring, firing and pay decisions. Pay techniques must

be simple, with an easily understood rationale. Jobs should

have short-cycle, rhythmic operations and be free of unfamil-

iar or frequent changes. To the tribalistic employee, his

boss is all-important and represents management and human

resource programs and policies through his words and actions.

Based on the foregoing discussion, one can observe that

moving across the matrix there is a consistent value pattern

and moving down the matrix there are differences.

During this research project, the matrix has been pre-

sented to many personnel managers and operating managers

throughout the United States, and all too often their response

has been something like:
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"You're putting me on' Our employees simply aren't

like that. I'm positive we don't hire 'tribalistic' people,

and I'm damn sure we would fire an 'egocentric.' I know we

don't have many 'conformists' because we have a written

procedure that tells all our employees that they ought to

decide for themselves how to get ahead in the organization.

And, obviously, the 'sociocentric' and 'existential' wouldn't

fit in any organization except maybe the Peace Corps. And,

by the way, 'manipulative' is a hell of a bad description of

hardworking, aggressive, intelligent and energetic people."

This mirror management thinking, by those who can least

afford it, can only perpetuate the conflict between manage-

ment and labor.

It is fruitless to argue which value systems are "right"

and which are "wrong" because it always ends up as a moot

point. The fact is that each value system exists and can be

found in most organizations. The challenge, therefore, is

to design human resource strategies that will increase the

probability that each individual's value system can find

expression within the organization.

This challenge would be relatively simple if there were

only one value system to be considered, but since there are

several, the task is complex. A description of the multiple

ways a single human resource strategy like growth opportunity

might be designed will illustrate the complexity.



107

Growth opportunity, often expressed as "career develop-

ment programs,"is a subject of continuing interest within

organizations. One reason for a continuing debate is the

meaning of "growth" to people with different value systems.

To a System 2 it is the supervisor that helps him choose his

next job. Growth in terms of a career over a long time

period has little meaning to a System 2 employee; and he

needs guidance and careful assistance if he should want to

move to a better job. To a System 3, he probably does not

intend to make a career with the organization, but he is

likely to move from job to job in his pursuit of going his

own way and will likely resist what he would perceive as

interference if the supervisor wanted to discuss his career

plans. Most career development programs present in industry

today are designed for System 4 employees. They are well

structured, predetermined career paths laid out by manage-

ment, which places emphasis upon loyal service and seniority.

In such programs, System 4 employees respond favorably to

replacement charts and tables, career planning and appraisal

interviews -and all the other paraphernalia of a typical

personnel program for career development. All the System 5

needs to know for career development is the information on

where the promotional opportunities exist, and he will find

his own path with little assistance from anyone else (as he

has done throughout his entire career). A career, therefore,
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means something quite different to a System 2 employee than

it does to a System 4 or 5 employee. To a System 6 or 7

employee, it again takes on a different meaning.

To a Value System.6 employee, harmony and mutual compat-

ibility with peers are more important than standing out as an

individual or advancing up the ladder and losing contact and

personal relationships. Perhaps a form of career development

that might be feasible to a System 6 employee is based upon

team growth. To a System 7, growth is not related to status

in an organizational hierarchy but is related to the develop-

ment and growth of himself as a human being in his pursuit of

meaningful work. Growth does not necessarily mean climbing

the organizational ladder, but may mean lateral or even down-

ward movement in the hierarchy just as long as the assigned

task meets his personal needs for job satisfaction.

In order to implement a growth opportunity strategy, it

will be necessary to make a few key changes in the tradi-

tional approach. First, a new term for "career," with all its

implications of upward movement only, is needed to avoid the

cultural stigma of lateral or downward movement which under

some conditions would be appropriate for some employees.

Second, an individual should be permitted to determine

whether or not he needs to use a formal career planning

system. And third, the requirement that career planning

must include the supervisor in each and every case should be
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avoided. For Systems 2, 4 and 6, it appears that a well-

structured program is needed. What might be appropriate is

extensive supervisor involvement for the System 2, a clear

procedural approach for the System 4, and a consideration of

the group process for the System 6. On the other hand, for

Systems 3, 5 and 7, the basic career development approach

would be to provide the information necessary and permit the

individual to seek his own path, but without any implication

that all movement must be up the hierarchy.

As another illustration of the complexity of designing

and implementing human resource goals and strategies, con-

sider the multivalue requirements of a retirement program.

The first step is to understand each value system's per-

ception of pay and benefits in general.

The System 2 employee's pay helps him meet his bills,

and benefits protect him in his old age. To a System 3 em-

ployee, his suspicious nature comes through and he believes

that whatever pay is, it is never enough and "they only give

you what they have to." To the System 4 employee, pay and

benefits should be based on faithful and loyal service and

in most cases are fairly set by management. To the System

5 employee, money really is what it is all about, and he

believes that those who compete most successfully should get

the rewards. System 6 truly believes it is an injustice

when some individuals get so much more pay and benefits than
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others. To System 7, money is important, but what he does

in his work is even more important; and he has concerns

about becoming financially dependent upon the organization,

which would restrict his ability to do those things which

are most meaningful to him.

The next step is to translate these general perceptions

about pay and benefits into specific ways a retirement pro-

gram would be best received by each value system.

System 2 primarily needs to be sure that he is protected

in his old age and will have enough to live on. System 3

would rather have the money now and is suspicious of deferred

payoff programs. System 4 will accept any reasonable and

fair program so long as it is well administered, does not

discriminate, and rewards long, continuous service. System 5

would like opportunities to choose investments, select alter-

natives, contribute his own personal funds to his retirement

program, and generally control his own retirement income

destiny. System 6 would like to have all employees partici-

pate equally in the plan as much as possible regardless of

pay or status in the job hierarchy. A System 7 employee

must avoid "golden handcuffs" which make him dependent

financially upon the organization.

Typical pension programs seem to be better designed for

Systems 2, 4 and 6, in that they do protect the employee, are

generally reasonable and fair according to competitive
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surveys, reward seniority and do generally treat employees,

at least of a single classification, much alike. It further

appears that the needs of Value Systems 3, 5 and 7 have not

been as well met by industry in the usual retirement program.

To meet the needs of the System 3 employee would require

the choice of withdrawal of the funds in cash on a short term

basis. A System 5 employee would have to have opportunities

for self-administration of his investment in the pension

trust fund. And for System 7, the portability of the retire-

ment package needs to be increased.

A multivalue thought process that considers disparate

value systems would be useful in designing any human resource

program. In many cases, six uniquely different programs

will not be necessary. Commonality among the value systems

will exist with respect to some programs. In other cases,

only one or two alternatives might be appropriate because

the majority of the employees may fit primarily into one or

two value systems. The number of approaches necessary will

depend upon the mix and proportion of value systems within

the organization and therefore, an approach may be effective

in one organization and completely ineffective in another.

As a final example of a mirror management strategy,

consider what is called "job enrichment." The concept of

job enrichment grew out of Herzberg's two-factor theory of

motivation. The primary purpose of job enrichment programs
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is to introduce satisfiers to an individual's work in order

to make the task as personally meaningful and rewarding as

possible. By restructuring the job to include achievement,

growth, responsibility and recognition, meaningful incentives

are created that inspire increased productivity, improved

quality, and overall operational efficiency. This definition

of job enrichment implies that, if an individual's motiva-

tional needs are met, he will respond by increasing his effec-

tiveness.

Job enrichment, at least in theory, is an excellent

illustration of the existential assumption that quality of

life and human effectiveness are not incompatible. However,

in practice, the concern for human effectiveness dominates.

This should not be too surprising considering that the imple-

mentation of job enrichment programs is often carried out

by manipulative managers. For example, during a "meaningful

work" workshop held in Dallas, Texas, it was determined that

of the forty personnel managers in attendance, all had

attempted to implement some form of job enrichment program

within their organization. Using a "Values for working"

questionnaire, it was further determined that most of the

workshop participants were at the manipulative level. When

asked how they measured the effectiveness of their programs,

each offered some system of "productivity" measurement, yet
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only two participants had additionally administered an

"attitude" survey to measure changes in employee motivation.

Inappropriate implementation by manipulative managers

undoubtedly accounts for some of the criticism aimed at job

enrichment programs. However, there may be a more important

cause for the criticism, specifically, that the satisfiers

of growth, achievement, recognition and responsibility may

not apply to each of the six value systems. What satisfies

at one level of psychological existence might dissatisfy, or

not even apply, at another level of psychological existence.

Without more empirical evidence the foregoing analysis

remains somewhat speculative. However, the implications are

far too important to remain unexplored. Therefore, as an

initial subjective test, a role-playing experiment was

conducted with Dr. Charles Hughes, Organization Psychologist

at Texas Instruments Incorporated. The purpose of this joint

experiment was to determine, through role playing, which of

the ten motivation/maintenance needs (described in Chapter

III) might satisfy, dissatisfy or not be applicable for each

of the six operative value systems. The partial results of

this joint effort are shown in Figure 5.

Included in the figure are only those needs believed

to satisfy for each value system. The needs not shown as

satisfiers are believed to be dissatisfiers or not appli-

cable, and this dichotomy was too difficult to clearly
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Value System

2 3 4 5 6 7

Motivation Needs

o achievement x x

o recognition x x

o growth x x x

o responsibility x x

Maintenance Needs

o economic x x x x

o security x x x

o orientation x x

o status x x x

o social x

o physical x x

x = Believed to act as "satisfiers" based on role
playing experiment.

Fig. 5--"Satisfiers" based on value system.
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establish without a more elaborate experiment. However,

because job enrichment is aimed at the satisfiers, the par-

tial results shown in the figure are nonetheless useful.

The conclusions reached in this experiment do not com-

pletely negate the two-factor theory, but suggest a reclassi-

fication of motivation/maintenance needs for each level of

psychological existence.

As an overview, the figure shows that those needs gen-

erally thought of as satisfiers relate almost exclusively to

the manipulative and existential levels, with only mental

growth applicable to the sociocentric level and none appli-

cable to levels 2, 3 or 4. This suggests that Herzberg's

theory and research is a "special case" and may not apply

in the same way to all value systems.

The tribalistic, egocentric, conformist and sociocentric

levels appear to be the "maintenance seekers." However, if

these maintenance needs motivate, then, for people holding

these values, maintenance needs act as satisfiers.

This hypothesis and analysis points out serious mirror

management problems with job enrichment. The theory itself

is a mirror theory because of its assumption that most people

are basically alike. The implementation is often mirror

managed because the manager in charge of the program is

reluctant to accept the fact that people are not like
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himself. Therefore, both the theory and its practical

application in organizations need a major overhaul in order

to make job enrichment a meaningful approach to human re-

source development.

Implementation of the Model

The figure showing the conversion of human resource

investments into behavior on the job oversimplifies reality,

but to a lesser degree than what has been written about

human resource management in recent years. On balance, it

is much more complex than previous models because of the

inclusion of disparate value systems, differing human needs,

and factorial employee assets. For these reasons it has

potential for providing better information to those responsi-

ble for human resource decisions. Implementation is the key

to realizing this potential, and implementation will not only

take time but it will require measurement.

Yankelovich describes some of the risks involved in any

measurement process by summarizing what he calls the "McNamara

Fallacy" as follows:

The first step is to measure whatever can be
easily measured. This is okay as far as it goes.
The second step is to disregard that which can't be
easily measured or give it an arbitrary quantitative
value. This is artificial and misleading. The third
step is to presume what can't be measured easily
really isn't important. This is blindness. The
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fourth.step is to say that what can't be easily mea-
sured really doesn't exist. This is suicide. 2

Obviously, the syndrome described by Yankelovich must

be avoided. Nonetheless, measurements are needed to select

alternatives, evaluate results and communicate more effec-

tively. To use all the known power of mathematics to improve

the planning, control and accounting of human resource expen-

ditures eventually requires metric measurements. As a first

step, however, the next chapter describes some experimental

measurements and instruments using qualitative, non-metric

comparisons.

2
Daniel Yankelovich as quoted by Sethi, S. Prakash,

"Getting a Handle on the Social Audit," Business and Society
Review/Innovation, (Winter, 1972-73), 37.



CHAPTER VI

GROUNDWORK FOR APPLICATION
OF THE MODEL

:Businessmen have become quite comfortable using such

economic measures as cash flow, return on investment and

earnings per share. Widespread usage of these economic

measures has led to their general acceptance by business

organizations, financial institutions, and the general in-

vesting public, and in one sense these measurements have

become habitual. This chapter does not try to break the

habit of reporting economic data but tries to start a new

habit: reporting human resource oriented data.

New measuring tools are required to gain insight into

the three human dimensions of needs, values, and employee

assets. Each of the qualitative, non-metric comparisons

offered in this chapter are rudimentary and will need time

and usage to mature. They may not be seen immediately by

managers as standard measures, but common usage could make

them so, just as managers learned to attach significance to

the traditional economic measures. If included in the cri-

teria of the standard quarterly review, annual plan and

other reports to top management, they would soon assume the

importance accorded to them by these business leaders.

118
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Specifically, the measuring instruments presented in

this chapter designed to provide insight into employee needs,

values and assets are

o Employee asset checklists

o Knowledge

o Skills

o Health

o Availability (tardiness, absenteeism)

o Employee attitude survey

o Employee inertia survey

o Values for working questionnaire

The Employee Asset Checklists are constructed to mea-

sure an employee's knowledge, skills, health, and avail-

ability relative to two descriptors - the present job and

more desirable jobs. An attitude survey measures the extent

to which employee motivation and maintenance needs are being

met. An inertia survey not only measures employee job atti-

tudes but also attitudes about factors outside the organi-

zation affecting their propensity to remain with the organi-

zation. The results of an inertia survey are used to

differentiate between turn-ons, turn-ons-plus, turn-overs,

and turn-offs. Finally, the values for working questionnaire

is a standardized device for determining the extent to which

the six value systems are represented in an organization.
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Only an overview of each instrument will be presented,

along with simplified illustrations of their applicability,

because one of the important purposes of this study is to

give birth to these measurement tools and concepts, not to

nurture them to maturity.

Employee Asset Checklists

Each employee in an organization should possess that

degree of knowledge, skills, health, and availability that

matches the requirements of his job, ideally neither too

high nor too low, to maximize human effectiveness. The most

favorable extreme would be an employee who is well versed

in the technical aspects of the job as well as organization

policies, procedures and practices, is capable of meeting

all practical applications required by the job, rarely has

health problems that impair effectiveness, and is always

available when needed.

The most unfavorable extreme would be an employee who

meets none of the knowledge requirements, is incapable of

meeting minimal practical applications required by the job,

has severe or failing health which blocks effectiveness,

and is seldom available when needed. Obviously, most em-

ployees have levels of knowledge, skills, health, and

availability that lie somewhere between these two extremes.

Some individuals' contributive attributes may lean to-

wards the unfavorable extreme in relation to the requirements
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of their present job but may meet most of the requirements

for more desirable jobs within the organization. Therefore,

each employee should be assessed in terms of two descriptors:

his present job and more desirable jobs. The term "more

desirable" must consider both the company's and employee's

needs and goals.

Figure 6 is a simplified checklist that matches five

categories of job knowledge to the two descriptors. It lists

the two knowledge extremes just mentioned, two intermediate

descriptions, and an unknown job knowledge category.

The knowledge assessment illustrated in Figure 6 might

represent an unemployed engineer driving a taxi. He meets

the minimal knowledge requirements of driving a taxi, but

meets all the knowledge requirements of an engineering job.

Completion of the individual assessment process is a

basis for group assessment. Table I shows, as a hypothetical

illustration, that in an organization of 4,000 members, 1040

(26%) were poorly matched in terms of having job knowledge

falling in categories 1 and 2, and 200 employees (5%) were

in category 0 because their knowledge level had not been

assessed. Fifty-seven per cent met most knowledge require-

ments, and twelve per cent met all knowledge requirements,

giving a combined total of 69%.

Of the 2,760 employees (69%) who met all or most know-

ledge requirements, 1,240 also met knowledge requirements
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4 Meets all knowledge requirements

3 Meets most knowledge requirements

2 Meets minimal knowledge requirements

1 Does not meet knowledge requirements.

0 Knowledge level unknown

Fig. 6--Job knowledge checklist

For
present
Job

( )

( )

(x)

( )

( )

For more
desirable
Job

(X)

( )
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for more desirable jobs. Thus, a total of 2,280 need either

to acquire additional job knowledge (1,040 employees), or

are mismatched in terms of having more knowledge than is

required by their job (1,240 employees). Further analysis

indicates that 200 of those having knowledge for more de-

sirable jobs are lacking in knowledge required by the job

they are now doing. In terms of remedial action, of the

1,040 who fail to meet knowledge standards for their present

job, 200 of them might more appropriately be candidates for

promotion or other forms of reassignment.

In consultation with the training director of this

organization, sources and costs of acquiring the needed

knowledge could be identified. The key to this assessment

approach is that knowledge needs are identified prior to

knowledge acquisition. All too often, training courses are

created, and then training directors search frantically for

participants.

This same approach can be used to alert managers to

needed improvements in skills, health, tardiness, and absen-

teeism beginning with checklists, as illustrated in Figure 7.

The results of these individual assessments can be summarized

and utilized by managers in making resource allocation trade-

offs.

There are potential pitfalls in this assessment process.

For example, completion of the checklists involves some
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For For More
Present Desirable

Job Skills Job Job

4 Capable of meeting all prac- ( ) ( )
tical applications requirements
of the job.

3 Some practical application ( ) ( )
competence lacking, but does
not seriously impair job
effectiveness.

2 Practical application compe- ( ) ( )
tence limited, impairing job
effectiveness.

1 Incapable of meeting minimal ( ) ( )
practical applications require-
ments of the job.

o Skill level unknown. ( ) ( )

Health

4 Job effectiveness rarely im- ( ) ( )
paired by health problems.

3 Health problems occasionally ( ) ( )
impair job effectiveness.

2 Continual health problems, or ( ) ( )
periodic lapses, significantly
reduces effectiveness.

1 Severe or failing health makes ( ) ( )
job effectiveness impossible.

0 Health level unknown. ( ) ( )

Availability (absenteeism, tardiness, etc.)

4 Is always available when needed. ( ) ( )

3 Is occasionally not available ( ) ( )
when needed.

2 Frequent unavailability seri- ) ( )
ously impairs effectiveness.

1 Seldom available, making effec- ( ) ( )
tive performance impossible.

0 Insufficient information. ( ) ( )

Fig. 7--Skills, health and availability checklists
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degree of subjective judgment. This problem can be minimized

if the requirements of the job are carefully defined and by

having the employee and the supervisor mutually agree to the

assessment. There are other minor problems with the assess-

ment process which need to be solved, but one towering

barrier overshadows them all - mirror management.

A mirror manager can completely destroy the intent of

the assessment process. The assessment process and subse-

quent remedial actions are human processes, and dehumanizing

them can lead to ineffective expenditures. As the model

in the previous chapter demonstrates, expenditures for im-

proving knowledge, skills and health should take into con-

sideration the needs of the organization and the needs and

values of the employees.

Employees have different perceptions about the signifi-

cance and role of their contributive attributes depending on

their level of psychological existence. The manipulative

employee, for example, might look at a skills training pro-

gram as an opporturnity to add to his "bag of tricks," which

to him is the key to job success. On the other hand, the

sociocentric employee might see skills training as a way to

gain peer acceptance and enjoy friendships with co-workers.

Individual programmed instruction might appeal to the manipu-

lative employee, while group training sessions might be more

appealing to the sociocentric employee.
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The success of the assessment process and subsequent

action programs is therefore very dependent upon a better

understanding and acceptance of the differing values of

employees.

The following two personal experiences are offered as

illustrations of the danger of mirror management action pro-

grams designed to "improve" employees' knowledge and skills.

The first illustration involves the erroneous percep-

tions of a manipulative manager towards his subordinates.

In this case, the company had recently adopted a college

tuition refund program for "qualified" business coursework.

The manager, seeing this as an opportunity to add to his

"credentials" and thus be better equipped to climb the

corporate ladder, was among the first to sign up for the

program. In fact, he signed up for the same course his

supervisor had planned to attend. Perhaps a coincidence,

perhaps not. However, to the manager's complete amazement

and frustration, none of his subordinates registered for

coursework. In a conversation with this manager, his opinion

that his subordinates were basically apathetic and lazy

became apparent. Here was an opportunity to get ahead in

the organization, and his "ungrateful wretches" would not

take advantage of the situation. The fact of the matter was

that the employees were not lazy or apathetic but were

sociocentric and existential, and simply "getting ahead" was
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not among their priorities. Had the "qualified" courses

included liberal arts, for example, the results may have been

different. Unfortunately, this manager, seeing no other

alternative, "informally" made participation in the business

program a condition of continued employment in his depart-

ment. The mirror management strategy of "you will get

knowledge, and you will enjoy it" defeats the purpose of the

assessment process and will not benefit the organization or

the employees.

The second illustration differs from the first in that

it involved many more employees, cost the company a large

sum of money and was, in fact, compulsory. In this case,

the top management was "sold" a "management development"

program. Without any attempt at assessment, the top manage-

ment decided that all managers needed this kind of training.

The signal defect in this approach is the attempt to force

"management development" down the throats of managers. Some

participants in the program needed medical assistance during

the sessions because of their apparent psychological inabil-

ity to handle the course material and the physical strain of

the sixteen hour-long sessions. In reality, these kinds

of programs are not designed to impart knowledge and skills,

but are directed at changing values. Had the top management

carefully assessed the mental and physical aspects of this

program and permitted voluntary attendance, many of the
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unfortunate incidents could have been avoided. In many

cases, managers really did not need this kind of program, and

in many more cases, managers held values which were in direct

conflict with the implicit philosophy of the program. This

illustration is an excellent example of a power structure

attempting to "force" what they believe are the "right"

values upon other members of the organization.

There are many other examples which could be used to

demonstrate the ineffectiveness of mirror management attempts

to improve employee assets. Each example might differ in

the details, but all have a common denominator, i.e., the

decision maker's refusal to accept the fact that people are

different.

In summary, the employee asset checklists can be useful

in matching employees with jobs and in detecting the need for

training, education and health programs. Also, a better

understanding and acceptance of employee values can help in

deciding the most effective approach in improving employee

assets. However, expenditures on these employee dimensions

might result in money down the drain without some understand-

ing of the job attitudes of the employees. It might be in-

effective to spend large sums of resources on training and

development in an organization comprised of many "turned-

off" employees. The first priority might be to provide con-

ditions that will "turn-on" the employees. The next section,
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therefore, presents a job-attitude measuring instrument with

an illustration of one way an organization might "dollarize"

attitudes.

Employee Attitude Survey

Assuming an employee's job attitude has the greatest

potential for directing knowledge, skills and health, a

reliable and quantitative measure of job attitude is perhaps

the best single measure of how well employee assets are being

utilized.

Figure 8 is a twenty-item attitude questionnaire,

developed at Texas Instruments Incorporated, abbreviated by

statistical factor analysis from a 95-item attitude survey

form. The longer form was designed to measure job motivation

and company environmental factors in accordance with

Herzberg's theory. The abbreviated form was refined to have

the same predictive value with fewer items.

Traditional attitude surveys may yield misleading

results when responses are indiscriminately lumped together.

For example, a plant manager whose attitudes can permeate

the entire organization obviously has a more influential

attitude than the bench worker whose attitudes have a rela-

tively narrow sphere of influence. Moreover, the 10-year

employee's attitude is a more valid reflection of the long-

term or real impact of the organization than that of the
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1. My work is satisfying to me.
2. There is not enough cooperation

between my work group and others
we work with.

3. There are opportunities here for
those who want to get ahead.

4. For my kind of job, working con-
ditions are O.K.

5. We don't get enough information
about how well our work group is
doing.

6. People in my work group work
together as a team.

7. I don't understand the objectives
of my department.

8. I can be sure of a job here as
long as I do good work.

9. There are too many unnecessary
rules to follow here.

10. I have as much freedom as I need
to plan my own work.

11. I feel free to tell my supervisor
what I think.

12. I'm proud to work for this company.
13. I am paid fairly for the kind of

work I do.
14. During the past six months I have

seriously considered leaving the
company for another job.

15. Favoritism is a problem in my area.
16. Most people here are in jobs that

make good use of their abilities.
17. My job seems to be leading to the

kind of future I want.
18. They expect too much from us

around here.
19. I have clear-cut objectives on

which to base my work goals.
20. Compared with other companies,

our benefits are good.

Years with the company: ( ) 0-2 ( ) 3-5

(My job grade:_

Agree ? Disagree

( ) ( ) ( )

( ) ( )

( ) ( )

( )

( )

( ) ( ) ( )

( ) ( ) ( )

( ) ( )

() ()

( ) ( )

( ) ( )

( ) ( )

( ) (
( ) (

()

( )

( )

( )

( )

)
)

)
)

(
(

( ) ( ) ( )

(
(

)
)

(
(

)
)

( ) ( )

( ) ( )

( ) ( )

( ) ( )

( ) ( )

( ) 6-10
)21+

( )
( )

( )

( )

( )

( )

( )

( ) 11-20

Fig. 8--Abbreviated attitude questionnaire
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one-year employee, whose attitudes may still be reflecting

previous employment experience.

Figure 9 illustrates one possible method for overcoming

these problems by weighting attitude scores based on differ-

ences in job grade level and company tenure. It shows, for

example, that a newly hired employee in job grade A (lowest

responsibility level) has a weight of 1 applied to his atti-

tude score, while one of his co-workers in the same job grade

with 12 years of service with the company has a weight of 4.

These employees' supervisor (job grade D) with four years'

tenure has an attitude weight of 5, the plant superintendent

(job grade E) with 18 years' tenure has a weight of 8, and

the plant manager (job grade G), with 12 years' tenure, a

weight of 10.

The administration of attitude questionnaires to large

numbers of employees can provide the basis for establishing

normative data for differentiating between "turn-offs" and

"turn-ons." For ease in interpreting and reporting results,

the scoring system for the unweighted attitude survey re-

sponses can be adjusted so that 1.00 becomes the dividing line

between "turn-offs" and "turn-ons." Unweighted scores sig-

nificantly lower than 1.00 are potential "turn-offs" or

"turn-overs," and unweighted scores above 1.00 are more

likely to be "turn-ons" or "turn-ons-plus."
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WEIGHTS BY JOB GRADE AND TENURE

Years Tenure

Job Grade 0-2 3-5 6-10 11-20 21+

G 7 8 9 10 11
(Highest)

F 6 7 8 9 10

E 5 6 7 8 9

D 4  5 6 7 8

C 3 4 5 6 7

B 2 3 4 5 6

A 1 2 3 4 5
(Lowest) __

Fig. 9--Weighting scheme for construction of
attitude index



134

On the assumption that salaries are money invested by

the organization to purchase productive skills, the attitude

score becomes a meaningful indicator of the extent to which

applied skills represent an adequate return on this invest-

ment in salaries. Figure 10 presents the details of a form-

ula for converting attitude scores into financial returns on

payroll investment expressed in terms of gain, break-even,

or deficit for a hypothetical department. The job grade and

tenure would be keypunched along with responses to the atti-

tude survey. A department manager might receive an Attitude

Index for his department which he could multiply by his

annual payroll to determine his gain or deficit.

Figures 11 and 12 show the same department, but in one

case with very favorable attitudes (attitude index = 1.60, and

gain per person = $6,600), and the other with very unfavor-

able attitudes (attitude index = .64, and deficit per person

= $3,960). Although the attitude index and gain (or deficit)

per person may eventually have meaning standing alone, the

greatest value of these indices comes from an understanding

of their changes over time and in interdepartmental compari-

sons.

In addition to the overall attitude index for the entire

work force, subgroups based on job grade (foreman, clerical,

etc.), or length of service may be studied to pinpoint and
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evaluate problems. Moreover, individual items on the

questionnaire may be studied separately to diagnose the

causes of attitude index abnormalities.

Since attitudes are perhaps the best predictor of em-

ployee behavior, attitude survey results represent a barom-

eter of human effectiveness. Survey results reflecting in-

adequate return on payroll investment signal the need for

diagnosis of causal factors. Dollarizing attitudes, as pre-

sented here, is only one of many possible techniques, but it

has the advantage of capturing the attention of dollar-con-

scious managers. Further, the approach represents a begin-

ning, and improvements are more likely to evolve if there is

an active attempt to deal with the matter.

Primary causal factors for most employees relate to the

direct human resources investments, particularly through

strategies for improving work itself and for enhancing the

knowledge, skill and health requirements of employees. More-

over, the diagnostic process for improving job attitudes is

more valid and translatable when it involves panels or task

forces of individuals whose attitudes are most in need of

improving. Further, this task-force approach can be of

great assistance in avoiding mirror management interpre-

tations of survey results.

Some managers may try initially through trial and error

to improve attitudes through traditional strategies of fear,
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persuasion, bribery and manipulation. Finally, they must

learn that attitude improvement can result only through the

acceptance of differing employee values. Only when managers

can see the relationship between managerial practice and

organizational effectiveness will managers' attitudes and

talents be directed towards changing their own managerial

strategies rather than changing employee values. And, when

managers come to perceive attitude indices as indicators of

performance that are at least as important as direct finan-

cial criteria, they will accord attitude measurement the

same attention and effort.

Employee Inertia Survey

As described in Chapter V, inertia relates to both job

attitudes and factors outside the organization. For this

reason, an inertia survey has greater potential as a mana-

gerial tool than the attitude survey just described or other

forms of attitude measurement. The literature offers many

variations of attitude questionnaires but is void of any

instrument designed to measure inertia, i.e., why employees

stay. Therefore, one of the major contributions of this

study is the development and empirical testing of an inertia

survey. A copy of the questionnaire is contained in the

appendix.
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The questionnaire contains sixty statements, twenty of

which are similar to those illustrated in the previous sec-

tion on measuring attitudes. Eleven of these twenty relate

to motivation needs, and the remaining nine relate to mainte-

nance needs, in accordance with Herzberg's two-factor theory

definitions.

The remaining forty statements relate to factors out-

side the company and were arrived at through informal dis-

cussions with approximately 75 employees of Texas Instruments

ranging from electronic assemblers to senior vice presidents.

Subsequent statistical factor analysis suggested that the

number of questions could be somewhat reduced without losing

significant predictive value. However, abbreviation, vali-

dation and tests of reliability are outside the scope of this

study.

The purpose of an inertia survey is to gain insight into

those factors which most influence an employee's decision to

remain in an organization. The results can be used to identi-

fy and understand the differences between "turn-ons," "turn-

ons-plus," "turn-offs," and "turn-overs." Once the primary

data has been collected, several approaches for quantifying

and reporting the results are possible. The following

briefly describes the method used in this study.

The reporting method selected for this study calculates

the reasons for staying cited most frequently by members of
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a specific employee group and assigns the reasons to three

categories:

1. Motivation factors in the company environment.

2. Maintenance factors in the company environment.

3. Factors external to the company environment.

Table II illustrates this reporting technique for two

departments within an organization using the ten most fre-

quently cited reasons for staying.

This comparative analysis shows that employees in Depart-

ment A most frequently cited six reasons relating to on-the-

job motivation, three relating to job maintenance and only

one relating to factors outside the organization. By con-

trast, Department B employees most frequently cited nine

reasons relating to factors other than on-the-job motivation.

This suggests that employees in Department A fall more in the

"turn-on" or "turn-on-plus" categories, while Department B

employees tend towards the "turn-off" or "turn-over" cate-

gories.

To illustrate the dynamic process by which employees

move from one classification into another, assume that the

results shown for Department A are actually the results of

Department B computed one year earlier. Further, assume that

the traditional turnover measures indicate a current turnover

rate of 5%, down from 15% the previous year. Without the
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TABLE II

COMPARISON OF TOP TEN REASONS FOR STAYING
DEPT. A VERSUS DEPT. B

Dept. A Top Ten Reasons

1. I enjoy my job.
2. I like the freedom to plan my work.
3. I'm allowed to make good use of my

abilities.
4. I'm paid fairly.
5. I like the working conditions.
6. I feel free to tell my supervisor

what I think.
7. I'm proud to work here.
8. I like to live in this area.
9. I have a good opportunity to get

ahead.
10. My job is leading to the kind of

future I want.
TOTALS

Dept. B Top Ten Reasons

1. I like the benefits.
2. I'm paid fairly.
3. I wouldn't want to rebuild my

benefits.
4. I'm proud to work here.
5. I like the working conditions.
6. I have family responsibilities.
7. I don't believe in company jumping.
8. I can be sure of a job here.
9. I feel free to tell my supervisor

what I think.
10. I'm too old to start over.

TOTALS

Freq.
Cited

86%
76%

72%
69%
68%

63%
59%
58%

4C 4-'

4.ww) H~w w~rr . IJ ur~

0X d
x

x

x

x

x

x

x
x

57% x

57% x
6

72%
67%

66%
61%
60%
60%
59%
55%

52%
50%

x

x

x

x

x

x

.1 5

x

x
x

x
4

*Mot. = Motivational Factor in the Company environment.

Maint. = Maintenance Factor in the Company environment.
Ext. = Factor in the external environment.
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visibility provided by the inertia survey, it might be easy

to conclude that job conditions have improved, as evidenced

by the favorable turnover trend. However, a comparative

analysis of the results of the inertia surveys discloses an

unfavorable trend. During the prior year, the department

employees were relatively satisfied, as evidenced by the

cited frequency of motivation factors among their top ten

reasons for staying. The current year's results show that

motivation factors as reasons for staying have been replaced

by maintenance factors and external pressures. Changes in

individual item responses could be analyzed to pinpoint

possible causes of shifts in the significant factors in-

fluencing inertia. This kind of analysis can be a leading

indicator of the need for remedial action while there is

still time to act.

Gathering, manipulating and reporting inertia data is

an important and vital step in gaining understanding of the

reasons employees stay. However, the key to success is how

an organization reacts to the reported data. Some organiza-

tions may choose to structure themselves to permit all employ-

ees to maximize their effectiveness in contributing to the finan-

cial success of the organization and in attaining their own

personal goals. Other organizations may concern themselves

with employee needs and values only as a means of enhancing
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achievement of financial success. In either case, a measur-

ing instrument that helps in identifying and understanding

the differences between "turn-ons," "turn-offs," "turn-ons-

plus," and "turn-overs" will enhance the possibility of

achieving organizational goals.

Permeating the discussions on employee assets, job

attitudes and inertia is the question of employee values.

One safeguard against mirror management interpretations of

the data collected by employee asset checklists, attitude

surveys and inertia surveys is to make disparate value sys-

tems of members of the organization visible. Seeing in

Graves' theory a possible explanation for many organizational

problems, two Dallas-based psychologists, Dr. M. Scott Myers

and Ms. Susan Myers, developed and standardized a question-

naire for measuring disparate value systems as they apply to

the business setting.

Values for Working Questionnaire

During the early stages of this study it became obvious

that a model which would convert human resource investments

into human effectiveness and improved quality of life must

comprehend the different values of employees. Also during

the early stages, Dr. M. Scott Myers acted as a non-academic

advisor, lending his experience and expertise in the psycho-

logical aspects of the research. During this same time
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period, Dr. and Ms. Myers were experimenting with the Graves

theory using a questionnaire they developed called "Values

for Living." Assuming that life experiences and perceptions

would serve as a media for expression of values, they devel-

oped questions relating to 25 topics such as religion, sex,

money, health and politics. It was suggested that this

questionnaire be used in the empirical portion of this study;

however, several questions contained in "Values for Living"

were inappropriate to the business setting. Therefore,

Dr. and Ms. Myers graciously consented to develop a "Values

for Working" questionnaire for use in this study. Based on

the data collected during this study, the questionnaire was

refined and abbreviated to 18 questions. The original ver-

sion used in this study is contained in the appendix.

For each of the original 23 questions, respondents are

requested to indicate how much they agree with each of six

responses by assigning numbers to them. The more they agree,

the higher the number.

The respondents may assign the numbers in any manner

they choose, but they must total 12 in each case. For ex-

ample, if they agree equally with all six responses they

may assign 2 pointseach. Others may assign all 12 points to

one response.

The six responses were selected and written so that

each response would correlate most significantly with the



146

value system it was intended to represent. For example, in

the following item about money, these relationships are ex-

pressed as correlation coefficients in Table III.

The responses are scored by totaling all points assigned

to the 23 statements by value system. The maximum points

which can be assigned to any one value system is 276 (23

statements times 12 points). It is unlikely that all the

points will ever be assigned exclusively to one value sys-

tem. For example, the actual ranges computed during the

empirical portion of this study were

Minimum Maximum

Tribalistic 0 104

Egocentric 0 78

Conformist 6 155

Manipulative 12 143

Sociocentric 4 82

Existential 8 197

The method of reporting the results of the values for

working questionnaire used in this study can be illustrated

using the scores of a female production worker shown below:
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TABLE III

CORRELATION COEFFICIENTS OF SAMPLE QUESTION

Correlation Coefficients

Money is important to me
because

T E C M S X

a - it enables me to enjoy 05 01
many friendships and to
support humanitarian causes.
(Sociocentric)

b - it buys freedom and the -35 -10
opportunity to be myself;
enough but not a lot is
necessary, but just having
it does not mean anything.
(Existential)

c - it allows me to buy the 18 29
things I need, such as a"~'
sharp car and clothes, and
makes me feel like somebody.
(Egocentric)

d - it allows me to save for a -02 -16
rainy day, to aid the less
fortunate, and to have a
decent standard of living.
(Conformist)

e - it pays for groceries, the
rent, and other things I
need to keep going, and
because it will help me get
out of my way of life.
(Tribalistic)

f - it says I have "arrived,"
and I wish to maintain an
attractive home, club mem-
berships, and enjoy the
respect of important people.
(Manipulative)

16 -01

-02 -29 20 -30

-51 -16 21 45

13 14 -18 -33

41 00 -19 -23

07 08 -09 -20

09 -02 02 30 -15 -19
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Value System Total'Points Assigned
Existential 45

Soci ocentri c 46

Manipulative 39

Conformist 75

Egocentric 14

Tribalistic 57

Total Points Available 276

These raw scores are used to prepare a value profile

using normative data as illustrated below.

Normative Population Percentiles
Value
Systems 10 25 50 75 90

7

6

5

4

3

2

Female Production Worker Median Scores

Fig. 13--Value profile, female production worker vs.
normative data.

As

wU

I
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This profile suggests that this employee is relatively

more tribalistic, conformist and sociocentric than the

normative population. Though the higher-than-average ego-

centric score of this employee reflects self-centered oppor-

tunism, it is strongly counterbalanced by high scores at

levels 2, 4 and 6. In all probability this person needs to

protect her self-esteem by following a strong and respected

leader, clearly defined rules and group acceptance rather

than take the risk of running the corporate image on her own.

Understanding this particular mix of values is especial-

ly important when an employee initially enters the work group.

If the supervisor is not immediately perceived as being

strong and respected, rules are too vague, and the employee

is not carefully introduced into the work group; then it is

likely the employee will experience a period of anxiety and

frustration. Some managers might translate this anxiety as

a sign of incompetency, when it might be more appropriate to

translate the anxiety and frustration as the result of

mirror management.

Values profiles and the values for working question-

naire may eventually become unnecessary if humans acquire

the ability to cognitively recognize and accept different

value systems. However, until that time arrives, they can

serve as meaningful management tools.
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A value profile is intended as an individual representa-

tion of values, and aggregation should be avoided. Realis-

tically, this is not always possible. For example, all the

profiles presented in the next chapter represent the aggre-

gation of value scores of selected. employee groups. However,

small group profiles are still better than none. A manipula-

tive manager, for example, who understands that a significant

portion of his work group has relatively high conformist

values should be able to make better decisions than he would

if he assumed that the work group mirrored his manipulative

values. Still, he will have to use personal judgement to

match employees with compatible jobs, and this automatically

entails risk of stereotyping, mirror management, and other

errors. If the manager is willing and able to accept the

differences in the needs and values of employees, these

risks can be minimized.

The measurement techniques, practical applications, and

implications offered in this chapter are the crude beginnings

of a human effectiveness and improved quality of life mea-

suring and reporting system. "Crude beginnings" is not used

to deprecate this work, but to emphasize the need for addi-

tional work.

The next section illustrates an annual planning format

that reflects balanced concern for the end-result criteria

of sales, costs and profits and the intervening variables
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of employee needs, values and assets. These human inter-

vening variables are the bridge which leads the manager back

to causal factors concentrated mostly in the direct human

resource investments categories of knowledge, skills, health,

work itself and maintenance factors.

Annual Planning Data

The partial summary of annual planning data shown in

Table IV reflects both people and asset effectiveness infor-

mation for the current and prior years and planned data for

the coming year. Concentrating exclusively on the tradi-

tional economic criteria of sales, costs, and profits can

yield a misleading representation of what is really going on.

For example, Table IV shows that 1973 department profit sub-

stantially increased compared to 1972, return on non-human

investment increased from 8.3% to 12.9%, and turnover was

reduced from 25% to 12%. And the 1974 planned data indi-

cate that these favorable trends should continue. Using

only these kinds of measurements leads to the conclusion

that this manager has been and will continue to be "success-

ful." He should have little trouble winning financial and

management support because, under the neo-classical economic

assumption, profit making is considered the best evidence of

efficient and effective resource allocation.
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However, incorporating a measure of employee attitudes

into the reported data suggests that, although the manager may

be winning the people-effectiveness battlehe may be on the

verge of losing the war. The department attitude index

dropped from 1.21 in 1972 to .91 in 1973, resulting in an

attitude loss per person of $2,400. Coupling the unfavorable

trend in attitudes with the so-called favorable trend in

turnover suggests that the employees may be moving from the

"turn-on" or "turn-on-plus" categories to the "turn-over" or

"turn-off" categories.

Understanding changes in the department attitude index

and determining why employees stay in the department, instead

of relying only on turnover and economic figures, could

alert this manager to the need for human resource investments

before a crisis occurs. This department manager may be able

to skimp on expenditures for motivation and morale with

little or no immediate unfavorable effect on the traditional

turnover or economic measures. However, if this kind of

economy converts a significant portion of his workforce from

"turn-ons-plus" to "turn-offs," this is like walking up to the

edge of a cliff. The ground is still solid, but you now have

a better chance to fall off. This department could unknow-

ingly be on the verge of a "Lordstown incident." Investments

for motivation and morale may be cheap insurance against a

potential disaster.
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The use or misuse of economic criteria obviously has

implications for the economic process of resource allocation.

Perhaps a more important use or misuse of economic criteria

is that it serves as the basis for rewarding managerial be-

havior. The economic results of Department 128 indicate

that the manager's behavior has been "good" and he will

probably be financially rewarded accordingly. The financial

reward will act as a positive reinforcer for continuing his

present management style.

However, if his present management style tends to "turn-

off" employees, then, in a longer time span and broader con-

text of human effectiveness and improved quality of life,

his behavior is not as "good" as originally perceived.

Favorably rewarding this manager based only on economic

criteria may only serve to reinforce a behavioral pattern

that will perpetuate or worsen an undesirable situation.

The unfavorable attitude trend illustrated in Table IV

could serve as a triggering device for a search into causal

factors. Data collected from employee asset checklists, an

inertia survey and/or "values for working" could serve as

valuable inputs to the manager in determining remedial

actions and investment trade-offs.

The near-term prospects of developing a common denomina-

tor that will permit precise calculation of the many and

complex tradeoffs managers must deal with are dim. At this
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point, cost/benefit analysis would require a highly sub-

jective input about such things as the relative importance of

maintaining or improving attitudes.

However, if enough people will experiment with this

approach and contribute their expertise to improve these

measurement techniques and to learn how to use them effec-

tively, there is reason for optimism concerning the develop-

ment of human resource decision models and information sys-

tems. In some areas it will probably be necessary to use

non-metric scales-developing methods of comparison and quali-

tative measurements like those in "Values for working" and

the inertia survey.

It is important to recognize the measurement problems

and to seek solutions for them. At the same time, it would

be disastrous to become so anxious for measurements that they

are forced in situations where it is impossible to measure

using present techniques. Finally, ignoring important factors

just because they cannot be measured should be avoided. Mea-

surement is better than intuition, but the intuition of an

experienced and enlightened manager is better than either

flipping coins or using pseudo-measurements.

The next chapter contains the empirical portion of this

study and represents a first attempt to measure and compare

disparate value systems and the factors influencing inertia

in the business setting.



CHAPTER VII

A HEURISTIC FOR DEVELOPING EMPIRICAL
SUPPORT AND ADDITIONAL INSIGHTS

For many research projects the key thrust is the col-

lection and organization of empirical data aimed at testing

a hypothesis. However, to develop a testable hypothesis

requires the following prerequisites:

1. Development of mental concepts,.

2. Modification of existing concepts,

3. Testing to establish if concepts are applicable to

the real world,

4. Identification of relationships among concepts,

5. Confirming these relationships,

6. Isolation of testable hypothesis,

7. Testing hypothesis.

Previous chapters in this study were aimed at exploring

steps 1, 2 and 4 as they apply to the development of a human

resource model to increase human effectiveness and improve

the quality of life. This chapter is a heuristic for devel-

oping empirical support and additional insights under steps

3 and 5 above.

The concepts presented in this study and their rela-

tionships are much too numerous to examine in one study.

156
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Therefore, this chapter concentrates on only two elements of

the model: values for working and the factors influencing

inertia.

This pilot project attempts to gain insight into and

understand implications of three basic questions:

1. Do employees actually have different value systems?

2. Do employees actually stay with an organization for

different combinations of reasons?

3. Are there any relationships among demographic

similarities, values and reasons for staying?

The findings presented in this chapter suggest an

affirmative answer to all three questions. However, no

claim is made that the results of this pilot project can be

generalized beyond the employee groups in the sample. On

the other hand, the instruments used should generate useful,

even.if different, information about other workgroups.

Background of the Pilot Project

Managers at Texas Instruments Incorporated expressed

interest in this pilot project, and during the summer of

1972 donated both counsel and financial support for the col-

lection and organization of empirical data. The pilot study

involved more than 400 employees as sources for data collec-

tion.

Texas Instruments Incorporated is a well known company,

and information on its size and scope of operations is
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readily available. In general, it is a billion-dollar sales

company manufacturing electronic and related products and

providing geophysical exploration services. It has plants

throughout the free world and employs in excess of 60,000

workers. The entire research project was undertaken at the

company's largest plant site, located in Dallas, Texas.

The 406 employees used in the data collection process

represented four key functions within the company: manu-

facturing (N=154), quality control (N=101), research (N=106),

and personnel (N=45). It was impractical to randomly select

from the nearly 20,000 employees located at the Dallas plant

site. Therefore, the Director of Personnel suggested the

inclusion of entire cost centers representing these four

functions.

The study was conducted so as to preclude subsequent

identification of the employees selected. Each employee

completed three instruments (see Appendix):

1. Employee data checklist.

2. Values for working questionnaire.

3. Reasons for staying questionnaire.

The data collected from these instruments were linked by

assigning a common identification number to all three

documents.

Two methods were used in the data-gathering process.

For the manufacturing and quality control employees, it was
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practical to arrange mass meetings where employees could

supply the required information. This approach was not prac-

tical for the research or personnel employees. Thus, the

questionnaires were mailed directly to each employee's work

location with a request to complete the questionnaires and

return them, unsigned, to a predetermined mail station. The

completed questionnaires received exceeded 90% of the total

mailed. Over one-half of those employees not responding

were on vacation and returned to work after the cutoff

date. Therefore, it appears that the small percentage of

"no replies" does not present any serious limitation on draw-

ing conclusions from the data collected.

The input data were reviewed for completeness and entered

into three computer data bases, one for each questionnaire.

Using the common identification number it was possible to

link the responses contained in all three instruments. For

example, all male employees could be selected from the demo-

graphic data base and linked with the values for working

data base to determine the values for working of male em-

ployees. Reversing the process, the highest value scores

could be selected from the values for working data base and

linked to the demographic data base to establish demographic

information about employees with certain values. The follow-

ing are a few examples of questions which would be answered

using this technique:
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o Do managers stay for reasons different from those of

non-managers?

o Are the values for working of younger employees

different from those of older employees?

o What kind of employee (male, female, exempt, non-

exempt, and so on) stay because they like their job?

o What are the values for working of those employees

who stay because they like their job?

o Why do managers over 40, who have not had a promotion

in 5 years and don't like their job, stay with the

company?

The following summarizes some pertinent demographic

information about the sample population. More complete and

detailed data are contained throughout this chapter.

The sample population included 248 females (61%) and

158 males (39%). All female employees were paid hourly with

the exception of two. In addition, 65 male employees were

paid hourly, giving a total of 311 hourly (nonexempt), or 77%,

and 95 salaried (exempt) employees.

In the manufacturing function, all but eight out of 154

employees were hourly workers, primarily female. In the

quality control function, 82% of the employees were hourly,

once again mostly females. Employees in the research and

personnel functions were more evenly split between hourly
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and salaried employees, approximately 55% hourly and 45%

salaried.

Primarily two races were represented. Caucasian,

approximating 85%, and Negro, approximating 12% of the total.

In the Caucasian classification, 44% were male, and 56% were

female. In the Negro classification, all but one were

female.

A wide range of educational levels were represented.

In summary, 24% had college degrees, 27% had received some

college education, and 41% had only completed high school.

The remaining 9% lacked a formal high school diploma. Of

the 94 employees who were college graduates, 89% were male.

The majority (85%) were married, with the remaining 15%

divided evenly between single or divorced employees. Approxi-

mately 80% of the employees owned their own home.

The average length of service was slightly under ten

years. This was higher than expected. However, during the

year preceding the data collection, Texas Instruments ex-

perienced the effects of a slight business recession, and

hiring was restricted. In addition, many short-tenured

employees voluntarily or involuntarily terminated employment.

These events account for the greater proportion of long-

tenured employees in the sample and also the higher-than-

expected average age of 38.5 years. Only 15% were under 30
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years old, with approximately the same percentage over 49

years old.

With this brief introduction to the sample population,

the following section presents data concerning the compara-

tive values for working of selected employee groups and some

generalized implications of the findings.

Comparative Employee Values
for Working

Values are relative just as tallness is relative. For

example, to determine whether six feet is tall, one needs to

determine some "norm." A six-foot individual on a midget

basketball team is relatively tall. The same individual on

a professional basketball team would be considered short.

Similarly, when the raw scores are computed for the values

for working questionnaire, they should be compared to some

"norm" to determine whether the employee is, for example,
relatively tribalistic or relatively existential.

Accordingly the value profiles of employees in this sec-

tion are always presented in relationship to scores of some

other employee group, the latter serving as a substitute for

a norm. To develop "norms" for values for working would re-

quire inputs from a large cross-section of employees. This

was impractical in this study; therefore, the comparisons and

the implications thereof presented in this chapter are only

suggestive and by no means conclusive.
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Further, only group profiles are presented and con-

sequently some statistical clarifications are necessary to

support the mechanics of constructing the value profiles.

Briefly, the median score of one employee group is computed

for each value system and then compared to the entire range

of scores of another employee group. To illustrate, consider

comparing the values of hourly employees and salaried employ-

ees. Assume that the median tribalistic score of the hourly

group is 36. This raw score is then compared to the entire

range of tribalistic scores of the salaried group to deter-

mine the appropriate percentile score. If the raw score of

36 fell at the 90th percentile of salaried employees it would

be plotted at the appropriate position on the standardized

value profiles used in this section.

The following comparisons represent seven of the more

thought-provoking and useful comparisons disclosed by manipu-

lating the data.

In sequence of presentation, the.seven comparisons are

o 248 female employees vs. 158 male employees
o 94 college graduates vs. 312 non-college graduates
o 146 hourly employees vs. 95 salaried employees
o 60 non-white hourly vs. 86 white hourly employees

employees
o 60 non-white hourly vs. 95 salaried employees

employees
o 21 personnel managers vs. 95 salaried employees
o 114 relatively "turned- vs. 292 relatively "turned-on"

off" employees employees
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Female vs . Male Employees

The central theme of the women's liberation movement is

equal opportunity for all women. To gain more insight into

the perpetual battle of the sexes, the values of 248 female

workers were compared to those of 158 male workers. As the

value profile shows, men and women are not equal.
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Psychologically not equal, that is. The high tribalis-

tic and conformist scores of the women suggest the need for

jobs where rules are carefully laid out by a strong, respected

leader and where no favoritism is shown. It would be psy-

chologically difficult for most women in this study to assume

a management position where they would be required to run the

corporate maze. Under the existing conditions in our free

enterprise system, a manager must operate predominantly at

the manipulative and existential levels of existence with

strong traces of the conformist level in order to survive.

The value difference shown above between the sexes is

not a "natural" law of psychological existence. Graves pre-

sents no evidence to suggest that women are not genetically

or constitutionally equipped to move in the normal upward

direction if the conditions of their existence change. The

differences probably evolved through cultural conditioning

and the existence of cultural barriers.

Prior to the recent women's liberation movement, a

woman's role in life was generally subordinated to that of

the man and restricted to the home. Their duties were to

prepare meals, clean the house, take care of the children

and do other such domestic chores. The tribalistic and con-

formist value systems fitted most comfortably with this

culturally assigned role. Women could find peace and

security and avoid decision making by adopting the husband
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as their "tribal chieftain" and by following the clearly

established rules of a religion. Equally, in the business

setting, women can find peace and security by adopting the

supervisor as their tribal chieftain and by following closely

the "oughts," "shoulds" and "should nots" of bureaucratic

rules and regulations. This kind of existence, while it

might not appeal to most males, is for many females the only

comfortable behavior. And, according to Graves, as long as

dissonance or challenge does not enter the field and cultural

barriers are not removed, women could remain at these levels

of existence forever.

The barriers, however, are slowly being removed, and

apparently dissonance and challenge is beginning to occur.

If enough unrest is created, businessmen can expect a "new

breed" of woman to enter the corporate doors. Not only will

they be more educated, but also more manipulative, socio-

centric and existential. Nonetheless, until this evolution

becomes a reality, it might be wise for the leaders of the

women's liberation movement not to push the equality theme

into situations where it could put women at a psychological

disadvantage.

College Graduates vs.
Non-college -graduates

Education is a key thrust in today's society. What the

long-run effect of increased exposure to knowledge will be
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on values remains an open question. It appears on the surface

that education coupled with affluence has permitted some of

today's youth to adopt sociocentric and existential values -

at least while they're in the university setting. Carefully

developed longitudinal studies are necessary to gain under-

standing of the effects of education on values. However, a

snapshot comparison, as illustrated in the following profile,

can provide some limited insight.

Value Non-college-graduates' Percentiles
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This profile compares the values of 94 employees with

college education to those of 312 non-college employees. Re-

grettably, there are some limitations on drawing any clear-cut

conclusions from this profile. For example, all but ten of

the college graduates were white males, and the vast majority

of non-college-graduates were females. Thus it is difficult

to clearly establish whether education or the culturally-

assigned sex roles account for the difference in values. In-

tuition suggests that it is a combination of both factors.

However, without much controversy, it can be assumed

that the awareness obtained from increased knowledge can act

as a catalyst for the creation of dissonance and the removal

of environmental and cultural barriers. This could put the

value systems of those being educated in a state of readi-

ness for change. If values do change in the normal upward

direction suggested by Graves, then the thrust for education

presents some hidden short-run problems for managers.

For example, the modus operandi of many organizations

includes many simple repetitive tasks. Many other jobs re-

quire little tolerance for ambiguity and have rigidly-defined

constraints. These jobs are not restricted to blue collar

occupations but include some positions in accounting, engi-

neering, nursing, systems and procedures, and other such dis-

ciplined occupations. The value systems best suited for
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these kinds of jobs are probably tribalistic, conformist or

some appropriate combination of these levels.

The question top management will eventually face is,

"Who will fill these tribalistic and conformist jobs when

there are few individuals who possess relatively high trib-

alistic or conformist values?" Automation or changing the

job content are two possible solutions presently being tested

in many organizations.

Investment in the education of employees, therefore, acts

as a double-edged sword. The increased knowledge can be used

to direct employee skills more effectively, but at the same

time it may produce a gap between the values required by

the job and the changed values of the employees. If organi-

zations stand ready to provide educational programs to their

employees, they must also stand ready to change the content

of many existing jobs.

Hourly vs. Salaried Workers

Most conflicts that arise in the business setting seem

to involve the management/labor split. To better understand

the syndrome suggested by these labels, the values of 146

hourly manufacturing employees were compared to those of 95

salaried employees, as illustrated in Figure 16.
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Value
System
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Fig. 16--Value profile, hourly employees vs. salaried
employees

The underlying source of conflict between these two

employee groups is clearly shown in the value profile. The

manufacturing hourly employees exist primarily at levels 2,

3 and 4, and the salaried employees at levels 5 and 7. This

dichotomy of values is one reason that mirror management

strategies to improve employee performance are so ineffec-

tive. If managers hope to improve performance of employees

they must learn to communicate in terms of the employees'

level; not level of intelligence, but level of psychological

existence.
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Non-White vs. White Hourly Employees

Although the overall value profile of the manufacturing

hourly employees was about as expected, two specific features

were disturbing. The median egocentric score was somewhat

higher, and the median conformist score was somewhat lower

than intuitively expected. This led to the speculation that

there might be a sub-group within the manufacturing hourly

employee group that tended to raise the median egocentric

score and lower the median conformist score. The one sub-

group comparison that shed some light on this matter was

between the Caucasian and non-Caucasian races, as shown below.
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Fig. 17--Value profile, non-white hourly employees vs.
white hourly employees
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As the value profile shows, the egocentric scores for

the non-white manufacturing hourly employees were relatively

higher than those of their Caucasian peers. On the other

hand, the conformist scores were lower. Again Graves pre-

sents no evidence to suggest that skin color influences an

individual's level of psychological existence: the differ-

ences must be attributable to cultural conditions and racial

barriers existing in our society.

Few people would deny that the minority races in America

have been culturally and educationally disadvantaged during

the past several hundred years. During the years of their

enslavement by white tribal chieftains, they could survive

only with the behavior manifested at the tribalistic level.

Given the recent emphasis placed on equal opportunity coupled

with an understanding of the Graves theory, it is not sur-

prising to witness the emergence of egocentric values among

the minority groups.

Non-White Hourly vs. Salaried Employees

The changing work ethic among the culturally disad-

vantaged (regardless of skin color) presents a significant

challenge to modern business organizations. The challenge

becomes obvious when the values of non-white manufacturing

employees are compared to those of white salaried employees

as shown in the following value profile.
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Salaried Employees' Percentiles
Value
System 10 25 50 75 90
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Fig. 18--Value profile, non-white hourly employees vs.
salaried employees

Here the source of conflict is between managers' manipu-

lative and existential value systems and the tribalistic and

egocentric value systems of non-white manufacturing employees.

Exposure to this profile of culturally disadvantaged

minorities also presents a challenge to the advocates of

equal opportunity employment. It might be unfair to force

minorities into job situations requiring levels 4, 5, 6 or 7

values and behavior if minorities are primarily at levels

2 and 3. The value mismatch might be too great to overcome,
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rendering the employee both ineffective and alienated. This

applies to any mismatch of job requirements and individual

values and is not limited to minorities.

Personnel Managers vs.
Salaried Employees

In most organizations the challenge to improve human

effectiveness and quality of life will fall initially on the

shoulders of the personnel people. For this reason, it was

useful to compare the values of the 21 personnel managers

included in this study to those of other salaried employees.

Intuition might suggest that personnel people would have

relatively higher sociocentric values than other salaried

employees and probably were attracted to the function because

they "like people." However, the following value profile

refutes this notion in this case.
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Salaried Employees' Percentiles

25 50 75

Value
System

7

6

5

4

3

2

10

Personnel Managers' Median Scores

Fig. 19--Value profile, personnel managers vs.
employees salaried

The value profile of the personnel managers was almost

identical to that of other salaried employees. Thus, given

a propensity for mirror management, the design of personnel

policies, procedures and practices is likely to be suited to

the value systems of salaried employees, rather than to those

of the majority of the employees whom the programs govern.

Turned-off vs. Turned-on Employees

As described previously, data were gathered relating to

why employees stay. Among other questions, the 406 employees
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were asked whether or not they liked their job and whether or

not their jobs were among their reasons for staying with the

company. The responses can be divided into three groups:

1. I like my job and it's a reason I stay here. 72%

2. I like my job but it's not a reason I stay

here. 28%

3. I don't like my job.

Employees in group one are the "turn-ons" or "turn-ons-

plus." Employees in group two are close to the edge of be-

coming "turn-offs" or "turn-overs," and those in group three

have already fallen over the edge.

The following value profile compares the values of the

"turn-ons" or "turn-ons-plus " to those of employees in groups

two and three.
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Value "Turned-on" Employees' Percentiles

System 10 25 50 7r %a
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Fig. 20--Value profile, relatively "turned-off" employees
vs. relatively "turned-on" employees

As the illustration highlights, the "turn-offs" or "turn-

overs" had relatively high tribalistic and egocentric values.

There are several possible explanations for this result. It

is possible that these employees are moving through a normal

upward progression of value systems and that their present

job content is not compatible with tribalistic or egocentric

values. It is also possible that these employees are in the

"crises" stage described by Graves and are in a regressive

search for older ways prior to their movement to a higher

UUI
M

i U

S I

1
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state of being. Finally, it is possible that these employees

are "locked-in" and have regressed to the egocentric and

tribalistic level in order to survive in the corporate jungle.

Whatever the reason(s), ways must be found to detect and

eliminate these situations if managers want to maximize human

effectiveness and improve the quality of life.

This kind of analysis adds a new dimension to the "blue

collar blues." It is not the color of an employee's shirt

that is the underlying source of conflict; it is the dif-

ference in values between those wearing the different colored

shirts. It is a psychological, not a demographic, distinction.

The preceeding seven profiles is keyed on the range of

values for selected employee groups. The following section

reverses the emphasis and presents a demographic profile of

employees, scoring the highest (90th percentile or greater) in

each value system.

Values and Demographic Data

Table V presents demographic information for those

employees most closely representing each value system. Al-

though 21 different kinds of demographic factors were ana-

lyzed, only the five shown in the figure were significant.

Based on these data, employees scoring relatively high in

each value system can be described as follows:
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o Tribalistic - An hourly female working in manufactur-

ing with a high school diploma

o Egocentric - A non-white hourly female working in

manufacturing

o Conformist - An hourly female working in manufac-

turing with a high school diploma

o Manipulative- A white, salaried male working in

personnel or research and having at

least a bachelor's degree

o Sociocentric- An hourly female working in manufac-

turing with a high school diploma

o Existential - A white, salaried male working in

personnel or research having at least

a master's degree.

The net effect of the data presented thus far simply

confirms something that most perceptive managers already

recognize but at times are reluctant to admit: people are

not basically alike. The important distinction however, is

not related to skin color, sex or job responsibility, but

relates to the differences in human values. It is easy to

pass a law providing equal opportunity for minorities or

females, but until the underlying value systems of these

groups are understood and accepted, coerced human effective-

ness without concern for dignity will prevail. Likewise, it

is easy for organizations to adopt policies stating that
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males with long hair are acceptable. However, until the

values of the man wearing the long hair are understood and

accepted, the policy is simply a linear string of symbols

printed on a sheet of paper.

Laws can "force" or financially coerce management to

accept any demographic distinction between employees, whether

it be skin color, long hair or sex, but laws cannot "force"

or financially coerce management to accept people for what

they are instead of what managers believe they ought to be.

This acceptance only comes from within people.

At this point, one interesting question might be, "If

the values of hourly employees differ significantly from

those of managers, and the tribalistic and egocentric em-

ployees being primarily hourly workers are 'turned-off,'

why don't they leave?" The next section reverses the ques-

tion and offers some insight into why they stay.

Why Employees Stay

This section offers an overview of the reasons different

employee groups stay at Texas Instruments. Some of the de-

tailed quantitative data, sensitive and deemed confidential

by Texas Instruments, is not included in this section. Al-

though the withheld details are interesting, they are not

crucial for understanding the key points revealed.
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Three basic employee groupings and their reasons for

staying are presented in this section. The first groupings

are based on demographic similarities among members of the

group, such as race and education. The second groupings are

based on similarities in the level of job satisfaction among

members of the group. Employees who indicated that they en-

joyed their jobs are compared to those who indicated they

did not enjoy their jobs. The third groupings are based on

similarities in values for working among employees. All em-

ployees scoring at or above the 90th percentile in each

value system are grouped to determine their reasons for

staying.

Regardless of whether the analysis is based on demo-

graphic, level of job satisfaction or values for working

criteria, the respondents gave many reasons for staying. The

reasons have been broken down into those relating to the en-

vironment outside the company, the external environment, and

reasons relating to the work environment itself, the internal

environment. Further, the reasons relating to the internal

environment have been divided into (a) motivational factors,

and (b) maintenance factors, in accordance with the two-fac-

tor theory of motivation as described in Chapter III. Each

of the two bar charts presented in this section represents

these two breakdowns. Each bar in the figure is divided into

three parts:
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1. Motivational factors in the company environment.

2. Maintenance factors in the company environment.

3. Factors in the external environment.

To prepare each bar chart, the ten reasons for staying

cited most frequently by the members of a specific employee

group were calculated and assigned to the three categories

just listed. For example, employees with college degrees

most frequently cited six relating to on-the-job motivation,

three relating to job maintenance, and one relating to the

environment external to the company.

The following presents reasons for staying of employee

groups based on

o Demographic Similarities

o skill level

o pay status

o race

o tenure

o education

o Level of job satisfaction

o Values for working

o Tribalistic

o Egocentric

o Conformist

o Manipulative

o Sociocentric

o Existential
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Demographic Similarities

Figure 21 is an overview of the number of motivation,

maintenance, and environmental reasons for staying, among ten

employee classifications. The following five subsections

disclose the differences in reasons for staying based on

skill level, pay status, race, tenure, and education.

Skill level.-Table VIindicates that low-skill manu-

facturing employees stay primarily for maintenance or en-

vironmental reasons, many relating to the non-work environ-

ment. The seven reasons for staying that relate to the

external environment were,

o I wouldn't want to rebuild the benefits I now have.

o I have family responsibilities.

o It might be difficult to find a job outside the

company.

o I'm working to make ends meet.

o I have good personal friends here.

o I don't believe in jumping from company to company.

o I wouldn't like to look for another job.

As the rank-ordered list shows, these employees will

not remain on the payroll because of job satisfaction. To

them, factors outside the company such as family and finan-

cial responsibilities, friendships and lack of perceived

outside opportunities are more important reasons for
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TABLE VI

COMPARISON OF TOP TEN REASONS FOR STAYING
LOW-SKILLED MANUFACTURING (N=146) VS.
MANAGERS AND PROFESSIONALS (N=95)

Low-Skilled Manufacturing Top Ten Reasons
1. I wouldn't want to rebuild the bene-

fits I now have.
2. I have family responsibilities.
3. I like the benefits.
4. I can be sure of a job.
5. It might be difficult to find a job

outside.
6. I'm working to make ends meets.
7. I have good personal friends here.
8. I'm proud to work here.
9. I don't believe in jumping from

company to company.
10. I wouldn't like to look for a job.

TOTALS

Managers and Professionals Top Ten Reasons

1.
2.

I enjoy my job.
I like the freedom I have to plan my

work.
3. I'm allowed to make good use of my

abilities.
4. I'm paid fairly.
5. I like the working conditions.
6. I feel free to tell my supervisor

what I think.
7. I'm proud to work here.
8. I like to live in this area.
9. I have a good opportunity to get

ahead.
10. My job is leading to the kind of

future I want.
TOTALS

Freq . -H
Cited

72%
69%
69%
61%

58%
57%
57%
57%

57%
52%

4Jx

x

x

x

x

x

x
x

x

x
x

0 3 7

86% x

76% x

72%
69%
68%

63%
59%
58%

58%

58%

x

x

x

x

x

x

x

x

6 3T
*Mot. = Motivational Factor in the Company environment.
Maint. = Maintenance Factor in the Company environment.
Ext. = Factor in the external environment.

1
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staying. The three reasons cited most frequently by these

low-skilled workers which related to the internal environment

were,

o I like the benefits.

o I can be sure of a job.

o I'm proud to work here.

These three maintenance reasons reflect the relative

importance of the economic, security and status needs of

this group of employees.

The reasons managers and professionals have for staying

were significantly different. As Table VI shows, managers

and professional employees stay primarily for reasons related

to the work environment; six of the top ten reasons they

cited for staying were related to motivation factors, specif-

ically,

o I enjoy my job.

o I have the freedom to plan my own work.

o I'm allowed to make good use of my abilities.

o I'm paid fairly.

o I have a good opportunity to get ahead.

o My job is leading to the kind of future I want.

This rank-ordered list indicates that the growth,

achievement, recognition, and responsibility needs of this

employee group are being met. The three maintenance reasons

cited most frequently by managers and professionals were,
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o I like the working conditions.

o I feel free to tell my supervisor what I think.

o I'm proud to work here.

The statement "I like to live in this area" was the only

reason among the top ten of managers and professionals that

related to the external environment. In comparison, this

statement ranked twenty-seventh for low-skill workers.

These data suggest that the managers and professionals

are more likely to be turn-ons, or turn-ons-plus, while low-

skill manufacturing people are very likely to be turn-offs,

locked in by environmental pressures. To illustrate the

power of environmental pressure consider the following

comparisons:

o 72% of the low-skill workers but only 26% of the

managers indicated that they stayed because they

didn't want to rebuild the benefits they then had.

o 57% of the low-skilled workers indicated that they

stayed because they were working to make ends meet.

This compares with 8% of the managers who cited this

as a reason for staying.

o Although both employee groups indicated that it might

be difficult to find a job outside TI, 52% of the

low-skill workers indicated that they wouldn't like

to look for a job, as compared with only 13% of the

managers who had a similar opinion.
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o The difference in the median age of these two em-

ployee groups was less than three years, yet 46% of

the low-skill employees indicated they were too old

to start over as compared with 14% of the managers

who had this perception.

Pay status.-Table VII shows a difference in the reasons

for staying between salaried and hourly employees. The vast

majority of salaried employees were also managers or pro-

fessionals; thus their reasons for staying are essentially

the same as those just cited. The hourly group includes not

only the low-skilled employees but also moderate skilled,

technical and clerical employees. Further, the salaried

employees were primarily males, and the vast majority of

hourly workers were female, and therefore a male/female.

comparison is comparable to a salaried/hourly comparison.

The two most frequently cited motivational reasons for

staying by the 311 hourly employees were, "I enjoy my job"

and, "I'm paid fairly for the kind of work I do." The five

maintenance reasons appearing among their top ten were,

o I like the benefits.

o I'm proud to work here.

o I like the working conditions.

o I can be sure of a job.

o I feel free to tell my supervisor what I think.
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TABLE VII

COMPARISON OF TOP TEN REASONS FOR STAYING
HOURLY (N=311) VS. SALARIED

(N=95) EMPLOYEES

Hourly Employees Top Ten Reasons

1. I like the benefits.
2. I enjoy my job.
3. I wouldn't want to rebuild the bene-

fits I now have.
4. I'm proud to work here.
5. I like the working conditions.
6. I have family responsibilities.
7. I don't believe in jumping from

company to company.
8. I can be sure of a job here.
9. I feel free to tell my supervisor

what I think.
10. I'm paid fairly.

TOTALS

Salaried Employees Top Ten Reasons

1. I enjoy my job.
2. I like the freedom I have to plan my

work.
3. I'm allowed to make good use of my

abilities.
4. I'm paid fairly.
5. I like the working conditions.
6. I feel free to tell my supervisor

what I think.
7. I'm proud to work here.
8. I like to live in this area.
9. I have a good opportunity to get

ahead.
10. My job is leading to the kind of

future I want.
TOTALS

Freq. 4'
Cited

72%
67% x

66%
61%
60%
60%

59%
55%

52%
50% x

x

r-x~

x

x

x

x

x

x

x

2 5 3

86% x

76% x

72%
69%
68%

63%
59%
58%

58%

58%

x

x

x

x

x

x

x

x
63

*Mot. = Motivational Factor in the Company environment.
Maint. = Maintenance Factor in the Company environment.
Ext. = Factor in the external environment.
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The external pressures which seem to lock in these hourly

workers are the reluctance to rebuild the benefits they now

have, family responsibilities, and the belief that an employee

should not jump from company to company.

Race.-In the interest of assessing equal opportunity,

the reasons for staying of whites and non-whites among hourly

manufacturing employees were compared, as shown in Table VIII.

Non-white minorities cited maintenance and environmental

reasons for staying more frequently, without mentioning a

single motivation factor among their top ten reasons. Cau-

casians also tend to stay because of maintenance and environ-

mental reasons; although for this group, the motivational

item "I enjoy my job" ranked eighth as a reason for staying

as compared with seventeenth for non-whites.

External pressures for both groups were somewhat similar.

However, the non-whites cited more frequently, "I'm working

to make ends meet and don't want to take the risks in a new

job,"while the whites cited more frequently, "The company's

been good to me and I don't believe in jumping from company

to company."

Tenure.-People with less than five years of company

service were compared with those with five or more, as shown

in Table IX. Employees with shorter service stay for in-

ternal reasons, their inertia being strengthened by a



192

TABLE VIII

COMPARISON OF TOP TEN REASONS FOR STAYING
WHITE (N=86) VS. NON-WHITE (N=60)
HOURLY MANUFACTURING EMPLOYEES

Freq. -White Manufacturing Hourly Top Ten Reasons Cited o0

1. I like the benefits.
2. I wouldn't like to rebuild the bene-

fits I now have.
3. I have family responsibilities.
4. I'm proud to work here.
5. I can be sure of a job here.
6. I don't believe in jumping from

company to company.
7. I have good personal friends here.
8. I enjoy my job.
9. It might be difficult to find a job

outside.
10. I feel free to tell my supervisor

what I think.
TOTALS

74%

73%
67%
67%
64%

63%
62%
60%

60%

57%

-p

-

x

x

x

x

4J

x

x

x

x

x

x

1 4 5

Non-White Manufacturing Hourly Top Ten
Reasons

I have family responsibilities.
I wouldn't want to rebuild the bene-

fits I now have.
I'm working to make ends meet.
I like the benefits.
It might be difficult to find a job

outside.
I have good personal friends here.
I can be sure of a job here.
I wouldn't like to look for a job.
I'm working to save some money.
I feel free to tell my supervisor

what I think.
TOTALS

76%

64%
60%
60%

56%
52%
50%
48%
48%

40%

x

x
x

x

x

x

x

x

x

x

3 7

*Mot. = Motivational Factor in the Company environment.
Maint. = Maintenance Factor in the Company environment.
Ext. = Factor in the external environment.

1.
2.

3.
4.
5.

6.
7.
8.
9.

10.
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TABLE IX

COMPARISON OF TOP TEN REASONS FOR STAYING
LESS THAN FIVE YEARS (N=64) VS. MORE

THAN FIVE YEARS TENURE (N=342)

Employees with less than five years
service,

1. I enjoy my job.
2. I like the working conditions.
3. I enjoy working with my supervisor.
4. :I'm allowed to make good use of my

abilities.
5. I like the freedom I have to plan

my work.
6. I'm proud to work here.
7. I feel free to tell my supervisor

what I think.
8. I'm paid fairly .
9. 1 have a good opportunity to get

ahead.
10. I like the benefits.

TOTALS

Employees with more than five years
service

1. I enjoy my job.
2. 1 like the benefits.
3. I wouldn't like to rebuild the bene-

fits I now have.
4. I have family responsibilities.
5. I'm proud to work here.
6. 1 like the working conditions.
7. I don't believe in jumping from

company to company.
8. I'm paid fairly.
9. I feel free to tell my supervisor

what I think.
10. I can be sure of a job here.

TOTALS

Freg. -'
Cited Z

86% x

75%
61%

59%

59%
58%

56%
55%

52%
52%

70%
70%

63%
60%
60%
59%

58%
54%

54%
52%

-P

-H 0

x

x

x

x

x

x

x

x
x

5 5 0

x

x

x

x

x

x

x
x

x
x

2 .5 3
*Mot. = Motivational Factor in the Company environment
Maint. = Maintenance Factor in the Company environment.
Ext. = Factor in the external environment.
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combination of job satisfaction and the job setting. How-

ever, after five years of service, environmental reasons

begin to appear, while internal reasons tend to slip in rela-

tive importance. Some of the external reasons which begin to

appear more frequently after five years are related to personal

friendships, family responsibilities, difficulty in finding

another job, being too old to start over, and rebuilding of

benefits. In other words, most employees join a company

because they want to. However, as they build family and

economic responsibilities, these may displace internal rea-

sons for staying.

Education.-Table X shows a similar relationship in

educational levels. People with a bachelor's (or higher)

degree stay because of motivation and maintenance reasons;

whereas people without a college degree tend to stay for

maintenance and environmental reasons. For the employees

without degrees, the outstanding external reasons for stay-

ing relate to family responsibilities, financial pressures

and personal friendships.

These comparisons based on skill level, pay status,

race, tenure and education level, although meaningful in

themselves, really suggest one significant dichotomy: the

managing group versus the managed group. In other words,

the higher paid, better educated male managers versus the
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TABLE X

COMPARISON OF TOP TEN REASONS FOR STAYING
COLLEGE DECREED (N=94) VS. NON-COLLEGE

DECREED (N=312) EMPLOYEES

College Degreed Employees Top Ten 'Reasons
1. I enjoy my job.
2. 1 like the freedom I have to plan

my work.
3. I like the working conditions.
4. I'm paid fairly.
5. I'm allowed to make good use of my

abilities.
6. I like to live in the area.
7. I feel free to tell my supervisor

what I think
8. I'm proud to work here.
9. I have a good opportunity to get

ahead.
10. My job is leading to the kind of

future I want.
TOTALS

Non-College Degreed Employees Top Ten
Reasons

1. I like the benefits.
2. I enjoy my job.
3. I wouldn't want to rebuild the bene-

fits I now have.
4. I'm proud to work here.
5. I like the working conditions.
6. I have family responsibilities.
7. I don't believe in jumping from

company to company.,
8. I can be sure of a job.
9. I feel free to tell my supervisor

what I think.
10. I'm paid fairly.

TOTALS

Freq.
Cited

86%

71%
70
69%

67%
58%

58%
54%

f

0

x

x

x

x

51% x

51% x
6

72%
67%

65%
63%
60%
60%

59%
54%

53%
50%

x

x

x
x

x

2

x

x

*Mot. =-Motivational Factor in the Company environment.
Maint. = Maintenance Factor in the Company environment.
Ext. = Factor in the external environment.

M-

'r 4.3(Ti x( '

X

x

x
x

x

x

x
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lower paid, less educated hourly (primarily female) employees.

These data show that it is the managing group that tends to
be "turned-on" by their job and that the managed group tends
more towards the "turned-off" or "turn-over" classifications.

Historically, this locked-in, turned-off condition has
been considered characteristic of manufacturing or unskilled

labor categories, so the finding of this study should not be
too surprising. However, recent reports of increased union

interest at the managerial level in some U.S. firms suggests

that it is occurring at higher levels within the organization.

One study shows that alienation is not limited to the hourly

ranks, but may occur at any level of an organization

We live in a free society, where theoretically employee

alienation cannot exist in the long run, because, to use an
old management cliche, "If you don't like the job, you are
free to leave." The next section tests this cliche and

proves that it is about as naive as telling a monkey in a zoo
that if he doesn't like his bananas, he should go back to the

jungle.

Level of Job Satisfaction

Table XI shows the number of motivation, maintenance,

and environmental reasons for staying among two employee

'Alfred T. DeMaria, Dale Tarnowieski, and Richard Gurman,Manager Unions?, (New York, 1972).
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TABLE XI

COMPARISON OF TOP TEN REASONS FOR STAYING
TURN-ONS VS. TURN-OFFS

(N= cannot be disclosed)

Turned-on Employees Top Ten Reasons

1. I enjoy my job.
2. I like the working conditions
3. I'm allowed to make good use of

my abilities.
4,. I 'm proud to work here.
5. I like the benefits.
6. I'm paid fairly.
7. I feel free to tell my supervisor

what I think.
8. I like the freedom I have to plan

my work.
9. I enjoy working with my supervisor.

10. I don't believe in jumping from
company to company.
TOTALS

Turned-off Employees Top Ten Reasons

1. I wouldn't like to rebuild the bene-
fits I now have.

2. 1 have family responsibilities.
3. It might be difficult to find a job

outside.
4. I'm working to make ends meet.
5. I like the benef its.
6. I'm too old to start over again.
7. I can be sure of a job here.
8. I'm working to save some money.
9. I wouldn't like to look for a job.

10. I wouldn't like to relearn the
policies of another company.
TOTALS

Freq.
Cited

100%
78%

73%
71%
67%
64%

61%

60%
60%

58%

76%
76%

59%
59%
53%
41%
41%
35%
35%

35%

4

0

x

x

x

x

a-d

z

"4J
xi

x

x

x

x

x

x

4 -IT

x
x

x

x

x

x

x

x
x

x
0 2 8

*Mot. = Motivational Factor in the Company environment.
Maint. = Maintenance Factor in the Company environment.
Ext. = Factor in the external environment.
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groups based on how they responded to the statement, "I enjoy

my job here." The first group indicated that they enjoyed

their job and that it was an important reason for staying

(turn-ons). The second group of employees indicated that

they did not enjoy their job (turn-offs). As the table shows,

the turn-ons' top ten list included four motivation reasons,

five maintenance reasons and only one external reason. On

the other hand, the top ten reasons cited by those employees

who indicated that they did not like their job included no

motivation, two maintenance and eight external reasons. Each

of these turned-off employees also indicated that he was. not

allowed to make good use of his abilities and that his job

was not leading to the kind of future he wanted.

It is impossible to determine the influence of external

pressures on the inertia of these turned-off employees or how

far they can be pushed before they are forced to leave with-

out additional information. However, by reviewing the rea-

sons most frequently cited by these "turn-offs" shown in

Table XI, coupled with a little imagination, some inferences

can be drawn. In reality, the turn-offs are inmates in a

corporate prison. For many organizations, this employee

group may be few in number, but in an enlightened society a
single member in this group may be one too many.

The reasons shown in Table XI for turn-offs are self-

defeating and hardly could be considered the "right" reasons
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for staying. These turn-offs have not yet affected turnover

statistics, but still they may be having just as severe, or

even a more severe, effect on the company. These employees

see themselves as so locked in by the environment that they

have little alternative but to stay; and therefore, the

possibility of reduced productivity or behavior antagonistic

to the organization is great.

It might be concluded at this point that level in the

organization, race, tenure, education, and degree of job

satisfaction determine why employees stay. Although these

variables are obviously important, there is a factor more

potent than any of these, namely the work ethic of the people

involved in the study.

Values for Working

Figure 22 tabulates the top ten reasons employees stay,

based on their psychological level of existence. Each row

in the figure represents the reasons for staying of those

employees scoring at or above the 90th percentile on the

values for working questionnaire in each of the six value

systems, that is, those employees who fit most clearly into

each value system. Tables XII though XVII, following the bar
chart, present details of the top ten reasons for each of

the six value systems.

The figure shows a startling dichotomy. Employees

possessing relatively high tribalistic or egocentric values
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stay mainly because of environmental reasons, whereas em-
ployees with relatively high manipulative or existential

values stay primarily for inside-the-company reasons, many
of which are motivational. As shown earlier in this chapter,
the tribalistic or egocentric employees were located pri-
marily in the low-skill, manufacturing functions and that
manipulative or existential employees were located primarily
in management, research, or professional positions.

These data once again illustrate the ego bias of managers
in deciding on policies and philosophies of human motivation.
By adopting theories of human motivation that appeal to their
own individual value system, managers in reality are simply
turning themselves on rather than turning on the majority of
employees at whom the policies are directed.

Whereas age, length of service, type of work and skill
level, race and education describe who stays, and for what
reasons, the underlying value system offers some insight into

why.

Summary

The data presented in this chapter highlight the need
for managers to gain a greater understanding and appreciation
of employees with differing values and reasons for staying.
In seeking this understanding, it would be useful for a
company to review all benefit, pay, location, and other
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environmental factors as well as job satisfaction to deter-

mine whether people are staying for the right or wrong combi-

nations of reasons, always keeping in mind that what is right

or wrong to management may not have the same degree of right-

ness or wrongness to the employee.

The model for converting human resource investments in-

to human effectiveness and improved quality of life is a

human model. It was created by humans about humans and will

be implemented by humans. We must be careful not to let

empirical data manipulation destroy the human elements of

the model, rendering it cold and unsympathetic to human

emotion. We must also avoid giving cosmic validity to

empirical data and using statistical results as a crutch to
replace human judgment, responsibility and decision making.

We sometimes get so caught up in statistical magic that we

miss the forest for the trees.

The data presented in this chapter should be viewed

as an exploration in awareness of the differences among

people. Employees were grouped together out of necessity,

not choice. In the real world, the ultimate grouping in

terms of understanding people is none at all.

Converting human resource investments into human effec-

tiveness and improved quality of life, therefore, requires

the development of existentially managed organizations that
truly accept and respect people with differing values. Only
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then is it possible to develop strategies and reinforcements

for employees to stay for reasons that are right for the

individual, the organization and the society.



CHAPTER VIII

CLOSING COMMENTS

The overall objective of this exploration was to develop

a human resource model and a heuristic for finding empirical

support for this model to help businessmen increase human

effectiveness and improve the quality of life. These two

goals can be achieved if organizations provide conditions

and opportunities that

1. meet employees' needs,

2. are compatible with employees' values, and

3. allow employees to gain the appropriate knowledge,

skills and health requirements.

If the model approximates reality, organizations should

find that employees are more likely to realize their poten-

tial, in terms of knowledge, skills, and health, as members
of the organization when they are "turned-on" or "turned-on-

plus."

Recapitulation

The model developed in this study related human re-

source investments and other factors to behavior on the job.

The model contained five components:

210
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1. Human Resource Investments

2. Factors Outside the Company

3. Outside Job Opportunities

4. Employee Values

5. Job Attitudes and Behavior

The model suggests that organizations invest directly

and indirectly in their employees. The direct investments

are aimed at

o increasing job related knowledge

o improving skills

o maintaining employee health

o meeting employee needs through work itself

o meeting employee needs through factors surrounding

the work itself.

This study touched lightly on investments in knowledge,

skills and health and emphasized investments in work itself

and the work environment.

It is easy to overlook the significance of indirect

investments in human resources. However, the model suggests

that investments in the community, for example, often have

indirect effects on an employee's decision to remain an

employee. The instrument called "Why Employees Stay" should

help better to understand the influence of these factors

on an employee's decision to remain with an organization.
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Also, one must consider an employee's perceived outside

job opportunities. An employee's perceptions of these oppor-
tunities are influenced by real changes in the job market and
by self-imposed restrictions and personal criteria.

The study attempted to provide a better understanding

of the power of this component by including statements in
the "Why People Stay" questionnaire relating to perceived

outside opportunities.

Where company investments, factors outside the company

and outside job opportunities describe "What is," employee

values determine what "ought to be." Not all people bring

the same expectation to a job or want the same rewards.

What satisfies some, turns off others. To be effective, a
human resource model must, therefore, recognize the disparate

value systems of employees. There are many value theories

available. The one selected for use in this study is based
on the work of Clare Graves. The dissertation explained his
concept of values and presented empirical data that was

collected using the questionnaire called "Values for Working."

The model described job attitude and behavior in terms
of "Why Employees Stay." One cornerstone of the model is
that employees stay with an organization because of inertia,
i.e., the tendency to remain with an organization until some
force pulls or pushes them into a change. - The amount of



213

force required depends on the strength of inertia, which,
in turn, is influenced by

o Conditions inside the Company

o Work itself

o Work environment

o Conditions outside the Company

o Outside job opportunities

o Outside maintenance factors.

The concept of inertia was analyzed and its practical

implications were explored. Relevant empirical data was
collected through the research instruments - "Why Employees

Stay" and "Values for Working."

This study suggested new concepts and management strat-
egies for increasing human effectiveness and improved quality
of life. It emphasized the obvious fact that people have
different values and stressed the importance of understanding

these values. Although the study answered some questions,

it raised many more than it answered.

New Questions for Organization Leaders

A better understanding of the components of the model,
especially employee value systems, suggests a new line of
questions for organization leaders and new opportunities for
researchers in the fields of accounting, personnel, indus-
trial psychology and economics. In the research area, it
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will be necessary to conduct longitudinal studies to deter-
mine causal factors, obtain data from large numbers of

people to establish norms, and use modern-day measurement

techniques such as non-parametric, multidimensional scaling.

Also, more refined measurement instruments need to be de-
veloped through validation and reliability testing. The
following is a partial list of specific questions which, at
present, are not fully explored and may lend direction to

future research projects.

Employee Communications

Are present techniques and styles of communication

geared to encompass all values of employees? Can a multi-

value technique be developed that will reach all value sys-
tems simultaneously? Are leaders communicating to them-
selves about themselves rather than to employees in a way
that really reaches them so they will respond positively?

Job Design

In terms of value systems, what jobs are organizations

presently offering? Is a particular occupation best suited
for a tribalistic, conformist employee, or some combination

of values? In employment interviews, are value systems and

jobs being matched?

Does job enrichment mean the same thing to all value
systems? Is it feasible to permit all employees to plan and
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control their own work? For example, do tribalistic em-
ployees really want to plan and control their own work, and
are they capable of it?

Are people with certain values attracted to the job,or
does the job content change the value system of the individ-

ual?

If the values of newer and younger employees are shift-
ing toward existential and sociocentric levels, who in the
future will fill the tribalistic and conformist jobs?

Mngement Systems and Procedures

What value system(s) is(are) implicit in most policies
and procedures? If a management by objectives system is
assumed to mirror the manipulative system philosophy, how
can it be refined to work effectively with employees who
have other value systems? Does a rigorous quantitative con-
trol system demanded by Systems 4 and 5 turn off Systems 6 or

7 employees?

Are present management systems changing the values of
employees? Should they change the values of employees, or
will that produce employee frustration and attitude problems?

What kind of supervision is best for each value system?
What happens if a conformist supervises highly tribalistic

people? Or if a sociocentric is in charge of an egocentric?
What are the most effective combinations?
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If younger people truly have value systems that differ
markedly from those of a majority of older, more experienced
employees, will the younger ones adapt to the values of the
organization? Or will they produce an internal revolution
if the organization does not adapt to theirs?

If there is a conflict between the value system of an
employee and that expressed through the personnel management
programs, how much does it affect his personal life? Or
shouldn't the organization care?

Will organizations and their managers have to give up
some materialistic corporate autonomy in the interest of the
well-being of their employees in order to survive?

Growth Opportunity

What does "growth opportunity" mean to each value sys-
tem? Towards which value system is the typical promotion
and advancement system slanted? When performance of em-
ployees is appraised and reviewed, are tribalistic employees
being forced to respond to manipulative patterns?

Are conformists who do outstanding work in a conformist
job promoted to existential positions or vice versa, without
regard for the possible impact of value conflicts?

When career development programs are designed, are
they really designed for managers, under the assumption that
all employees share the manager's views on advancement?
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Pay and Benefits

Should flexible compensation programs be designed so
each employee's values can be reflected in the reward system?
Does the present retirement-plan concept work for all values,
or is it primarily geared to tribalistic and conformist em-
ployees? Is it possible that pay is a motivator to people
with certain value systems and a maintenance factor to

others?

Equal Employment Opportunity

Is equal employment opportunity as described under the
Civil Rights Act and affirmative action programs psychologi-
cally fair, or are people with tribalistic or egocentric
values being put in jobs that require a manipulative value

system?

What does "equal" mean to each value system? Since it
is illegal to select employees except on the basis of their
ability to do the job, how does one handle the possibility
of failure because of differences between the values of the
individual and the values of the organization?

If organizations decide that education is the solution
to the culturally disadvantaged problem, will the organiza-
tion be capable of handling the potential change in employee

values?
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Facilities

What are the expectations about working conditions of

employees with the various value systems?

If an employee is highly sociocentric, should efforts

be made to avoid isolating him from his peers with walls and

partitions?

Does an employee's value system affect the way he reacts

to the equipment he uses on his job? For example, what are

the psychological effects of automation and assemply lines

on sociocentric workers?

The foregoing questions and many others urgently need

answers. A mirror manager could easily answer such questions

without leaving his office. But, as stated before, he would

simply be talking to himself about himself. The answers to
many of these questions lie somewhere in the minds of the

workers. Several techniques for eliciting these answers

already exist - for example, work simplification meetings,

participative management techniques, goal setting and problem
solving sessions, brain-storming, or simply department meet-
ings. Depending on the circumstances, any or all these

techniques, or countless others, could be effective. However,

regardless of the method selected, mirror management must
be avoided. A manager must step through the looking glass
and be capable of accepting people for what they are.
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Otherwise, he will act as a filter for employee communica-

tions and find himself accepting only those answers which

best fit his own value system.

Through-the-looking-glass Management

The classic fairytale of Alice tells us that she was

able to step through a looking glass into a magical world.

Managers must search for ways to duplicate this feat in the
wonderful, or not so wonderful, world of work. In the fairy-

tale, it may have represented an escape from reality. In

the business world it represents a step towards reality.

Although Alice's kind of fantasy is not available to
managers, there are tools that can help them duplicate

Alice's feat. One of the most powerful is transactional

analysis. The underlying concept of TA is best described

simply as "I'm OK, You're OK.'' The methods used in TA are
aimed not only at getting people to accept each other, but
also to accept themselves. When managers are willing and
able to step through the looking glass and enter the world

of workerland, the concepts presented in this study can be
used to increase human effectiveness and improve the

quality of life.

For example see, Thomas A. Harris, M.D 'You're OK, (New York, 1969), or Eric Berne, M.D., WhatDoYou SayAfter You Say Hello?, (New York, 1972).
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In summary, there is little doubt that the way employees

perceive work, success and rewards is changing and that the

changes must be taken into account. All of the value sys-

tems described in this study may exist and continue to exist,

but the mix is likely to change. It behooves management, at

all levels, to be aware of changing values and needs and to

adjust organizational programs to make them more effective.

If organizations resist recognition of the change in

values for working, stick to a single approach to people,

retain the concept of the average employee, and continue to

snap on golden handcuffs, then

o employees with different values may not enter

those organizations, but create their own (or

take over existing ones);

o present employees who are locked-in and turned-

off may seek third-party intervention to guarantee

their right to job satisfaction, or their real

freedom to leave.

Organizations can avoid these consequences if they find

ways to recognize and respond to the varying needs and values

of their employees. A concern for productivity and morale

has from time to time in the past forced management to reassess
its way of doing business and of dealing with employees, and
now that is step is necessary again. This study points out
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that such reassessment should be continuous rather than

intermittent or sporadic.
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Years with TI? -
Single Mairricd Divorced Married to Tier

Miles from Home to Work- Less than 1 l- 3- .
5-10 10-15 15+

I-4

M te rFemale Own Home Rent Other Shift 1 2 3

Components & Materials Equipment & Services Corporate

Type Function - Manufacturing Engineering Marketing Control Q A PPurchasing Facilities Research Systems Legal Oter personnel

Job Title or Classification -

Under 20 20-24 25-29 30-39
40-44 45-49 50-54 55-59 60+ Present Job Grade

Years since last job grade increase - Havent had one Les than I
1-2 2-3 3-4 4-5 5-6 6-7 7+

Full Time Jobs before TI- None 1 2 3 4 5 6 6+

o. of Children ( ) Ages -Oldest first -

'our Education - Grade School Some High School High School Grad. Some Coli..Bachelors Masters Doctorate

Caucasian Austronesian merican Indian Indian India Negro.ace - an -mr)a InNegIdro dOriental Puerto Rican Spanish American

Utizenship - U. S. Native U. S. Naturalized Other:
pouse's Occupation -

ave you seriously considered leaving TI during the past six -onths? Yes

ow ong do you plan to stay at TI?- Less than 1 year 1-2 years 2 -5 years5-10 years Over ten years To Retirement

-28-72 ~-
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WIA LCNO JSTi 1 TI?

Many factors both inside (Pd outsie TI ma yinfluencesa person's decision to stay
atsrns frl sty ofthfing nr(2 a twe therr the statement is (1) among yourr yons for' saying at TI or (2) hasiitte or nothing to do with your staying at TI.If you diagee wth the statement or doesn't apply to you, check (v) column (3).

(1) (2) (3)
Is one of Has little I disagree

the reasons or nothing to do or it doesn't
I staaI: .wit nmst ayja ~ ja

1. I enjoy my job at TI ( ( ) ( )
2. I'm close to becoming vested

in TI's retirement plan. ( ) ( )
3. I wouldn't want to rebuild most

of the benefits that I have
built up like vacations and
sickleave if I left TI. ( ) ( ) (

4. I'm close to becomin vested
in the TI Profit Sharing Plan, ( )

5. I enjoy living in mypresent
neighborhood. ( ) (

6. I like the amount of coopera-
tion between work groups at
T. ( ) ( ) (

7. I wouldn't like to start all
over learning the policies of
a new company. ( ) (')

8. I like to live in the Dallas area. ( ) ( ) ( )
9. I have a good opportunity at

TIlto get ahead if I want to. ( )
10. If I were to leave T.II might

have difficulty getting a fair
price for my house.(C) ( 

) }
1i. I really enjoy working with my

supervisor. ( ) ( )
12. Have or will soon have

children in college ( )()
13. I like the working conditions. ( )
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(1) (2) (3)

Is one of Has little I disagree
the reasons or nothing to do or it doesn't

I -aatTi with mySjty apply
14. It might be difficult to find

the kind of job I want out-
side TI. ( ) (

15. I'm a little too old to start
over again. 

( )()()

16. I'm in the process of com-
pleting my education. ( )(

17. I like the amount of infor-
mation I get about how well
my work group is doing. ( ) ( ) ( )

18. Compared to other areas,
the cost of living in Dallas
is good. ( ) ( )

19. The traffic and congestion
might be worse at another
company location. ( )(

20'. TI is convenient to my
home. ( ) ( ) ( )

21. 1 like the amount of
teamwork in my group. ( ) ( )

22. I have family responsi-

23. I wouldn't like to look for
a job on the outside. ( )

24. I am informed about the ob-
jectives of my department. ( ) ( )

25. There is a chance companies
may reject my employment
application. ( ) ( )

26. I have financial investments
here.( ) ( ) ( )

27. I can be sure of a job at TI
as long as I do good work. ( ) ( ) ( )

28. It would be costlyjto relocate. ( ) ( )
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(3) (2) (3)

Is one of Has little I disagree
the reasons or nothing to do or it doe isn't

JJs .y et LI with my a xI rr
29. I'm working to make ends

me~ericn I Jor'c wat to take
the risks involved in a new
job. ( ) ()

30. T hFe are not too many un-
necessary rules to follow at
TI. ( ) ( )

31. I don't have anything better
to do and id probably get
bored stayingat home. ( ) ( )

32. I like the freedom I have to
planmy own work. ( ) ( ) (

33. I couldn't afford the addi-
tional costs of parking,
food, or dress required by
some companies. ( ) ( )

34. I wouldn't want to spend the
time or energy required by a
new job. ( ) (

35. I feel free to tell my super-
visor what I think. ( )

36. I need the work experience
for my career that TI offers. ( ) ( ) ( )

37. 1 have good personal rends
at TI. ( ) ( )

38. I'm working to save enough
money to buy some things and
I haven't got there yet. ( ) (

39. Ilam proud to work at TI. ( ) ( )
40. I have family and relatives

in the area. ( ) ( )
41. I was raised in the area and

wouldn't want toleave. ( ) (
42. I arpaid fairly for the kind

of Iorkdo.( (
43. Moving and relocating wouldbe tOO much trouble.(

k I ' )
( )
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(I) (2) ( 7)
Sone of Has itt disare

the reasons or nothing to do or it doesn't
-I ste t -Iwith s styn Lyt _piv

44. There's very little favoritism
at TI. ( ) (

45. I have outside interests or
activities I wouldn't want to
give up. ( )

46. I a allowed to make good
use of my abilities at TI. ( ) ( )

47 . might not get the needed
insurance coverage I have
now. ( ) ( ) ( )

48. My job at TI is leading to the
kind of future I want. ( ) ( )

49. I enjoy the sports and recre-
ation activities around
Dalla s . ( ) ( ) ( )

50. I'm required at TI to do just
about the right amount of work. ( ) ( ) ( )

51. My job skills are specialized
and I might not find many other
companies who could use them. ( )(

52. I have clear-cut objectives on
which to base my work goals. ( ) ( ) ( )

53. I get paid more at TI than I
probably would anywhere else. ( ) ( ) (

54. I'm a very important factor in
the success of my work group
and it would be unfair if I left. ( )(

55. I don't yet have the "credentials"
required by my profession. ( ) ( ) (

56. The local tax rates are good
where I live. ( ) ( ) (

57. 1 like the TI benefits. ( ) ( ) ( )



Is one of
the r71sons

Jstcw atrT
58. 1 wouldn't like to take my

children out of the school
they are in.

59. TI's been good to me and I
don't believe in jumping from
company to company.

60. I'm helping put my husband
through school.

61 - 65. Please list any other
factor(s) which has influence
on your decision to stay at
TI.

( )

( )

( )

(2)
Has little

or nothing tocdo

( )

( )

(

228

(3)
I disagree
or it doesn't

(3 )l

(

(

61.

62.

68.

64,

65.

Please review the items you have (v') as "reasons for your
staying at TI" and circle your Five5) Most Important reasons,
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Direc-ti"nr1 e h ( the r questions show how much you agree with
y;uhgrf, mf sx r ponss by signing numbers to them -- the more

but teyr mu ty:k.: 'o may assign te numbers in any way you noose,Lh v r -- S 7, a L r- . Fop OG-' A
reup Gto i ac ti F r xapi, if you agree Aqi ly 'with all six

t s. o x v e s m e -n $ , 2 S . T s t o e a c h , >SoTr cans e l s e 'ma y a s s i g n a l l 1 2 >po i n so nhe Ansp m ; y aneci & p r >o as gnd l n brs as shownonteyou~ r i ar choice.:; cdmpobaeblybevdifferent.

rampto quest12 s common practice for organiz'cions to provide mid-mornmiaks . During these breaks, I l:ke to
a_- have som coffee while working . .
b- mingle with my friends . .
c- take a walk away from my area . f ." . ".

d- go to a different coffee bar each day .. " " .f Pe- have coffee with my bossf.. ... T 
.f- keep on working and not take a break

Please answer a' } of the questions .n the s-dlas ntwt nthsbkl"bt -< yacrdntoyuchoice. Pleasedo n in tib etbut- bu pi ceyour answers on the Answer Sheet. Tke a).

1. The kind of boss I like is one who

a- tels)ee:actlyfihat to do and how to do it, and encourages me by doingit with me !

b. is tough but allows me to be tough too.

C- cils the sh-ots and isn't always changing his mind, and sees to it that
everiyonefolosthe rules

d- nderstr cds t he oltic o gettin a 1Job done, and knows how and when

0- gts us working together in close harmony by being more a friendly
person than a boss.

c-ves me access to the information I need and lets me do my job in myown ;ay.

* TIs quostionnraJrEy is an extension and adptation of the Values for giving
e nnae developed by M. Scott Myers, Susan S. Myers and Care W.craves.
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2.. Mer:itay s sn increae ifn base rate earned by an individual through outstanding
or unusual performance. For me, a merit increase

a- is an incentive to do good work and can lead to promotion and other
succ.esses.

- is personally satisfying, but only if I have done something to earn it.

c- is a lucky break and is usually a result of having a good boss.

d- is good for those who receive thea, but it can cause hard feelings.

e- teLs me I have done a good job and my boss has rewarded me fairly.

f- isn't usually worth the extra effort and, besides, it usually goes to the
boss's favorites.

3. All organizations have systems and procedures which people are expected to
follow .

a- Systems and procedures are necessary for some purposes, but If a
person is to get ahead he has to learn how and when to beat the system
occasionally.

h- I hate systems and procedures that cramp my style, and I'll break the
rules wheever I can.

c- Systems and procedures should serve only as guidelines and should
permit people to be flexible and innovative, and even to violate the
system, in achieving or arizationri goas

d- Systems and procedures are frequently so rigid and impersonal that
they interfere with the warm social relationships that I believe are
important in an organization,

e- It's the duty of every person to follow systems and procedures exactly
as they are defined in the manuals or explained by the supervisor.
People shouldn't be allowed to bend the rules.

f- I prefer to have someone explain systems and procedures to me and
to check with me once in awhile to ake sure I'm not making mistakes.
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4. More people work in large industrial companies than all other organizations
combined. I believe that big companies

a- and their empoyees should be dedicated to the goal of increasing
profits because everyone benefits when this goal is achieved.

,. are doing their duty when they provide steady jobs and pay enough
( )allow us to earn a n 'dant :tcaindrd of living.

c- make fat profits at the expense of the workers .

d- must be concerned with ways for being successful while
preservi pthe envirtnm ent, promoting democracy, and
producing what humans need, and not just what is
profitable

e-- should take good care of us by giving us good pay, hours, and working
conditions .

f should support the causes of social and economic justice, provide a
pleasant work climate, share profits \th employees, and be careful
in choosing their products and customers.

5. The work that a person does for his living is important to him in many ways.
In my own case

a- I prefer work of my own choosing that offers continuing challenge, andrequires imagination anu initiative.

b-- I don't like any kind of work that ties me down, but I'll do it if I have toin order to get some money, then I'll quit and do what I want until I have
to get another job.

c- I don't have the best job in the world and never will because I neverhad much of a chance to better myself, but I do as well as others with
jobs like mine.

d- I have worked hard for what I have, and think I deserve some goodbreaks. I believe others should realize it is theirdutyso work anddo as they are told, if they want to get ahead.

- cm responsible for my owj success; I am constantly on the lookoutf0'ew )PP( rtultls; and I pa all angles which will Iead to a higher
position and greater nancial reward.

f- I believe that doing hat I like ato i , suchcsworking wih people
towardr 

ucaris working with pespq,twardC a common goal, is .mre important than getting caught up ina ra' tnalisc 0 rcat rae.
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6. A retirement plan is intended to provide income after retirement. In my opinion

a retirement plan

a- will help me face old age without 'orrying too much about money.

b- offers security an d freedom for the future provided it doesn't develop
too strong a dependency on :h organization.

c- is the least the company could do for us, but I would prefer to have the
money now.

d-- is owed to us by the company to reward us for our faithful service.

e- is an organization's responsibility to its people and should provide
enough for everyone to live comfortably.,

f- provides future financial security, especially if you can get into a high-
paying job before retirement.

7. Most jobs require that people try to stay healthy and avoid sickness. As for ne,

. a- I believe that physical and mental health are related, and it's
worth the effort to maintain then because they make living more
enjoyable,

b- Sometimes I think that too much stress is placed on physical health and
not enough on mental health.

c- I know the importance of having good health, but usually I get so busy
that I don't have the time to keep myself as fit as I should.

d- I don't like to get sick, but when I do there's very little I can do about it.

e- When I'm feeling good I don't let anyone push me around; when I'm sickI usually get angry at what fate has done to me.

f- I think that it is each person's responsibility to stay healthy by
developing clean living habits.

. , - ,, , ,, W.
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8. Money is important to me tibecaus

ait enab ts me to enjoy Many friendships and to support worthwhile
causes.

.- t UyS firedo nand the o p)Otunity to be myr elf; having money is notas inmorta nt as what I do with .

c- it allows n to buy the things I need, such as a sharp car and clothes,
and makes me feel like somebody,

d- it allows e to save for a rainy day, to aid the less fortunate, and tohave a decent standard of living.

e- it pays for groceries, the rent, and other things I need to keep going,
and because it will help me get out of my way of life.

f- it says I have "anried" and I wish to maintain an attractive home, clubm err.eships, and enjoy the respect of important people.

9. All organizations are comprised of people who provide products and/or services.In my opinion, the goals of an organization

a- are try goals and it is my duty to support them, even if I don't agree with
them.

b- should be directed toward getting a superior product out the door competitively.

c- should place less emphasis on financial and political criteria and more
on serving the needs of society.

d- have nothing to do with me --- I just do my job as I'm told.

e- are not my goals -- the organization is for itself and I'm for myself.

f- should be defined with regard to financial success and impact on society.
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10. The money received for working a regular workweek is called base pay. For
me, base pay

a- is what I count on each day to make ends rnet.

b- is o.k. for meeting ongoing expenses but I'm alwayss on the lookout for
opportunities to make more money.

C- is much to lo\row and is an example of how management takes advantage.
of us.

d- represents an injustice when some people make so much more money
than others do.

e- is necessary and important, but it is not as important as the kind of work
I do.

P- is fairly set by management and I carefully plan how I save and spend
this money.

11. Having freedom on the job seems to be important to many people. Job freedom,
for me, means

a- the opportunity to work where I want and have a steady job,

b- the opportunity to do what I want to do without neglecting
the duties of my job, even if it goes against established rules , laws
and customs.

c- having enough independence so I won't be pushed around by higher-ups
in the company.

d- the opportunity to be friends with anyone without worrying about where
they fit into the company.

e- not having to worry about my job, sickness, paying bills and other
problems .

f- the opportunity to stand on my own two feet, not being held down and
being allow d to pursue success without too much interference from
supervision, management or anyone else.
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12. The sharing of compWany profits wih employees on the basis of an established
formula is known as profit sharing . I think profit sharing is a good idea

a- but I know that the company a usually holds out on its employees.

b- beecuuse it shros that the co nmany 'ares aiou: 'Vs people.

c- but I don't think it gives the outstanding person a chance to receive
what he deserves.

d- because it unites people in a common cause, but it would be better if
all employees would share equally.

e- because it is a democratic process that enables people individually
and collectively to earn their own rewards.

f- because we all have a chance to share equally according to our contribution
to the company; and I think we ought to gtt rid of free-loaders.

13. Every company has both formal and informal rules. In my opinion, company
rules are

a- made by the top management for the top management and many rules
don't give the employee a chance.

b- necessary to keep employees from doing the wrong things and protect
us from people who want to break the rules.

c- nest when they are few, and effective if they succeed in putting the
burden of responsibility on the employees.

d- necessary to keep the trouble-makers in line, but I believe it's some-
times o. k. to break the rules in harmless ways.

e- useful only if they promote social and economic justice.

f- necessary to preserve order in the company, and employees who violate
the rules should be told how important it is to follow the rules.



H4. EVi' wvp oye}in one way or another is a member of a work group. I thinka w(ors gr t 4o'UP should

be a de mocratimcally and s y Oriented group, offering warmthrnd hsitcLt t' 0Its mn br

b- together and the members should Cover for each other when things

c- provide a framework for its )embers to be an effective teams and at thesm tm o extn rndshP n ,repn.ibl'ty,

and oven anger- and selfishness.

d- help a erso succeed in his career, and not a group in whicht>e bo as values are forced on the employees.

e- be a closely knit grcurp, with a fair Superisor who enforces workvalues, eliminates freeloading, and inwards loyalty.

f- pepri t each person to ge his own way and should not interfere witha persons areedoms.

15 . Paid time off includes vacations, holidays, sick leave and any other non-productive time for which employees receive regular pay. For me, paid timeouff

a- is a welL-earned rest and an opportunity to spend time with my familyrid in doing onstruc ti;e things .

b- is an epportu-nity to meet social and civic recpornsbiities with my
fayri df and friend.

c- is an op ortunty t . away from the pressure of the organization andtoWbe.onk;:ssel'f.

d- is somet ing I look forward to with pleasure because it gives me achancetoarettup.

e- is oneof the best things I like about my job, and I take as much timeoff as I carn.

f- is somotims 'verymouh nteP aceded tdI ' but I do lways like to take the
tm 2~off that I'm entitled tV.

236
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16. A job description defines the responsibilities and duties whch a person
performs for an organization.

a- suppose job descriptions are necessary icr crniting new employees
and for vwe mand salary adminisat3on, but i you want to et ahead
you do a lot of things that are not in the description.

b- I like having a job description because it lets me know what is expected
of me.

c- Most job descriptions are too impersonal -- they should place more
emphasis on ways for people to enjoy each other socially while doing
their work.

d- Traditional job descriptions serve primarily to provide jobs for people
ho write job descriptions. When job descriptions are necessary, aperson should have a primary role in writing and updating his own..

e- A job description should let a person know where he fits into the
organization and it is each person's duty to do his job as it is
described.

f- One good thing about job descriptions is that they keep my supervisor
from giving me assignmnents that are not part of my job.

17. A person's working life is considered his career. A good career for me

a- is having a steady job where I can follow orders and not have to
take responsibility.

b- is almost anything that would get me out of the rat race and let mecall the shots for a change.

c- is one that allows me to be myself and to be involved in responsibilities
that are important to re and to society.

d- is having a secure job which rewards me for loyalty, hard work and honesty.

e- is one in which I can take the initiative in fdidng continuous opportunity
for advancement.

f- permits me to be a good Person, with many friends, doing a job thatis good for society.

- - - . k'3 k:.AiYAjilJik'w'yLyyiJ!:.-r!s.t il:;. c. r w a-..::_... 1 . ..
,.P . ,_.._. .. , 
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18. Most jobs usually require us to get along with other people in the organization.

a- I like achieving worthwhile goals and believe the best way to do it is
to give all members of the work gru access to inf ration and the
freedom to talk to each other regardlis of differ:nes in rank or
function.

b- If you want to get ahead in the organization, it helps to be on go d
ters 'tp tha hher e ndnot: be seen too often vith people at
lower levels.

c- I don't want to get buddy-buddy with anybody, much less my supervisor.

d- I usually get along o.k. with people I work with, but the higher-ups
and I don't have much to talk about.

e- My best friends are usually people at my own level. I respect the people
above me and know my place when I'm around them, and I would exp act
the people under me to behave in the same way towards me.

f- I really like people and I want to Work in. an organization where I can
tal to anyone regardless of differences in job status or level.

19. Working conditions usually refer to such things as air conditioning, lighting,
parking facilities, noise level, eating facilities, cleanliness of work area,
and the condition of the equipment. Good working conditions

a- are usually provided to get more work out of us. It's the least the
company can do considering how hard we work and how little we're paid.

b- is one way the company rewards its employees for loyalty and good work
and even if they're not good, each of us should do the best we can.

c- are important as a measure of a person's status, and the higher a person
goes in the organization, the. better his working conditions should be.

d- are nice to have, but where I'm involved in some interesting work, I am
usually not aware of my surro udings .

e- tend to improve relationships anong- pople and should be provided as
a duty of management.

f- are very important to me because they make the long hours on the job
more pleasant and ave me the feeling tint anagemernt cmrs about us.

: - ,.- " ". , swfflo" , , .- .1 - -- ,I
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20. The information that would be most important to me at work

a- i s lettig mhe kow That i xpctGd Ao me-- especially hearing it
from t friendly supervisor.

b- is evidence of a policy ;hane that places more emphasis on achieving
goals and less on hours of work or adhering to a system.

c- is hearing that business is good, my job is Secure, and my work is
appr ecied.

d- is hearing that I have been promoted to a job that puts me in charge of
a much greater responsibility.

e- is hearing that certain people I know got fired.

f- is news that we are going to introduce a new human relations program
that mill really make everyone feel at home in the company.

2 Y1. The kind job I like is one

a- which is full of variety, allows some free wheeling and dealing, and
pays off as long as I get good results.

1- which -pays well and keeps people off my back.

c- which is secure and where rules are followed and no favoritism is
shovn.

d- which allows me to develop friendly relationships with my supervisor
and others in my gr up.

e- where the goals and problems are more important than the money, prestige
or how it should be done.

f- which has e asy work, friendly people, fair pay, and above all, a2od boss.

- ,.
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22. One measure of success of a business oroanizatton is the amount of profit it
maks each year. In my opinion the profit a company makes

a - Is its primary reason for existing and is the most important measure of
success.

b - goes to the people who already have a lot of money.

c- kE ps the company strong so the employees can continue to have good

d - means little to me as there is nothing I can do about it.

e-oIs not as important as its products and services and the way it treats
ita people.

f o will be greater in the long run when the needs of the employees and the
company are both considered.

23. Employees have often been rewarded for their loyalty to the company. To me,
company loyalty means

a- supporting tVe goals of the company as long as they don't go against ore s
principles

b - sticking with the company through good years and had, and making
sacrifices When necessary to keep the company song.

c - giving up my freedom and being an apple-polisher.

d - being on the job as much as I can and doi g wIat I'm told.

e - commitment to a company that is concerned with the needs of society and
its emplayees,

f- supporting the organization that lets me succeed.
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